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program overview

PURPOSE; The Management Skills package s abasic course that is intended to refresh and/or upgrade
managerlal skills of managers, supervisors, and program directors in the alcohal field,
AUDIENCE: Supervisors, managers, and directors of alcohol programs.
TRAINER
REQUIREMENTS: At least | year's training experlence is desirable. Trainer should have experience I small group
techniques (as opposed to lecture-classroom apptoach). The traincr should also have some
background in management, An additional trainer is recommended when tridining is running
for more than 2 days.
COURSE '
MATERIALS: Training package materials include this Trainer Manual and the FParticipant Warkbook. Several
additional resource and reference books are used as a part of the learning activity.
CONTENT: ® Group dynamics
® Planning and management
# Board relations
# Program assessment
e Personnel supervision and evaluation
» Funding and financial recardkeeping
® Decisionmaking.
METHODOLOGY:  The course is presented in a small group format with 10 to 20 participants.
The course has very little lecture. ltrelies heavily on experiential activitics, workshops, dis-
cussions, role plays, and so on.
The participants will be called upon to draw from and share their past work experiences to
solve problems with which they are confronted during training. In short, the course is designed
to present new information and to develop new skills in the context of the participant’s past
experience.
FACILITIES,
MATERIALS, &
EQUIPMENT
NEEDED: o Resource booklets (Sce ordering instructions in appendix 1V.)
& A meeting room to accommodate 16 to 20 participants (with space for small graup work,
either in same room or in breakout rooms)
¢ 4 flipcharts
® Videotape cquipment (optional)
e Duplicating facilities for running off assessment and evaluation instruments
TIME: Depending upon the needs, interest, and time of the group to be trained, single sessions or a

combination of sessions may be used. The time required to run the program in its entirety
is 40 hours, or 8 training days.

An assessment process is Gescribed in section |V of the Trainer Manual to assist trainers in
tailoring the training offersd to the needs and time constraints of their own target group.
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SECTION |

What Management Skills

Is All About

A.  Overview of the Management Skills (MS)
Program

NCAE's Management Skills madel is a package designed
for managers, supervisors, and program directors in
alcoholism service delivery agencies, The purpose of MS
is to upgrade the skills and performance of managerial
personnel in the alcoholism field. Trainers of managers
in other fields will also find these materials useful in their
work,

The program is 45 hours long and consists of 16 sessions,
which last from 45 minutes to 3 hours each. Complete
presentation of the program takes 8 full training days.
However, individual sessions or various combinations
may be used to suit the needs, interests, or time require-
ments of the participants. The model consists of three
components: a Trainer Manwal, a Participant Workbook,
and resource materials.

1. Trainer Manual
This book contains complete instructions and re-
source references for delivering the MS program.
It provides the following informatjon:
Section | gives details about course content and
methodology, the target audience, assumptions
about training and trainers, and suggestions about
how to prepare to run the course.
Section 1l describes how the materials can be
shortened and adapted to meet particular necds.

Section HI contains instructions and suggestions
for conducting individual sessions and for using
the materials. This section is intended to be used
as a study guide before delivery.
Section |V (the appendixes) contains sample forms
and materials that can be used in asse< g partici-
pantnecds and in preparing, conducling, und evalu-
ating the program,

2. Participant Workbook
This workbook provides references and handouts
used in the preparation and delivery of the training
sessions, Each participant should have a copy of
the workbook or a copy of the appropriate
handouts,

3. Resource Materials

A number of reference books are used in various
sessions of the course. It is recommended that the
facilitator* and the participantshave a copy of each.
A listing of sessions that incorporate these books
and information about purchasing them are in-
cluded in the appendixcs. Other publications cited
are optional for the facilitator and the participants.

The National Center for Alcohol Education (NCAE)
developed the initial version of this Management Skills
package to provide halfway-housc administrators with an

*Throughout this manual, the terms trainer and facilitator are
used interchangeably. '



Q

ERIC

Aruitoxt provided by Eic:

opportunity to learn and practice systomatlc approaches
for carrying out thelr dally managerial responsibllities,
This course was pllot-tested twlice at NCAE with repre.
sentatlve halfway-house administrators from across the
country, Following these trials, a revised version was
fleld-tested natlonally with audiences of managers,
supervisors, and directors from different kinds of alcohol
related agencles. The fleld tests indicated that field
trainers can readily adapt these materials and use them
effectively, not only with halfway-house administrators
but also with much wider audlences. The present edition
reflects what NCAE learned about the requirements of
this expanded tralning population of alcohelism program
managers, ' '
We fecl confident that the model now can meet the needs
of these participants, Flexiblllty has beon bulit into the
model to accommodate the time constralnts and other
special circumstances we observed in the fleld. When only
adapted portions of the course are conducted, the seg-
ments selected should correspond to the needs expressed
most strongly by participants on the assessment forms

in section IV,

Whether conducted in its entirety or In segments, the
MS package can benefit people who

® Plan or administer alcoholism program services;
Manage a unit or operatlon in an agency;
Supervise alcoholism service providers;
Possess little or no formal management training;

Have had some formal management training but
feel the need to practice basic management skills.

The recommended number of participants is 16 to 20,
One trainer can manage a group this size for aday or two,
We recommend using at least one additional trainer for
training that runs for more than 2 days. The recom-
mended training group size divides into four small groups
of four or five participants each for practice sessions. A
single large room is adequate for the training if itis large
enough for four or five groups to talk In conversational
tones without distracting each other, but two or three
additional breakoff rooms are desirable.

Trainers delivering this program should support the basic
content and methodologies of the sessions they conduct.
They should be the ones who regularly conduct training
for employees in aleohol related service agencies as part
of their overall job responsibilities. Trainers who conduct
training for managers are even more desirable as facilita-
tors for this program, The training audience for the pro-
gram is managers and supervisors, so a trainer with some
management experience is likely to have fewer credibility
problems than one with no management experience, |t
is preferable that an outside trainer deliver this training
rather than an agency manager/trainer whose managerial

2

conduct or style does not accord with what the package
describes as good managerial practice.

B. The MS Curriculum

The MS currlculum presents the fundamentals of plan.
ning In a changling environment: working productively
with staff and board members, finances, supervision, per-
formance appralsal, and decislonmaking,

Sesslon 1, Orientation and Overview (2/4 hours)
Partlcipants and staff meot to revlew the
training goals, to compare particlpants' ex-
pectations about training and training goals,
to review the schedule and activitles, to com-
plete administrative details, and to begin the
evaluiation process. Special attention Is given
to activities that will help participants and
staff become acquainted.

Session 2. Group Process (all day)

Because managers frequently work in small
groups—¢.g., board of directors’ meotings,
staff meetings, interagency committees and
because many of the training activities are
carrled out in small groups, the entire flrst
day of training focuses on the theory and
practice of group effectiveness.

Session 3. Management and Change (2% hours)

The role of manager is examined through
classification and analysis of present activities.
Themanager's role is further explored inlight
of the constant and sometimes conflicting
pressures for change. Relationships between
management, the planning process, and sub-
sequent training sessions are discussed.
Practice in group process skills is built inta
the learning activities of this session,

Session4, The Planning Process (3 hours)

A systematic planning process is presented
and discussed specifically as it relates to the
management role, Special emphasis is given
to writing specific objectives.

Session 5. Director and Board Relationships (3 hours)
Guidelines for increasing the effectiveness of
boards are presented and discussed. In arole
playing exercise, participants observe and
discuss a problem situation confronting a
program’s board of directors.

Session 6, Planning for Change (3 hours)

Participants gain practice in planning by
identifying the problem dramatized insession

9
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Sessian 7,

Sessions 8
and 9,

Session 10,

Session 11.

Session 12,

Session 13,

Session 14,

5 and developing a plan for Improving the
situatlan. Using a prepared checklist adapted
from accreditation standards, each partlcl-

pant assesses his/her own program to identify

an area for Improvement,

Funding Sources (1% hours)

Varlous funding sources are classifled and
summarized, with emphasis on guidelines for
securing funds from foundations,

Selected Aspects of Financial Management
(3% hours)

Participants share cost-saving Ideas, examine
essentlal recordkeeping requirements, and
practice calculation of cost per resldent day,
cost per hour of counseling, and so on,

Organization Structure and Position Descrip-
tlons (2% hours)

Using a hypothetical situation, participants
plan the organization of a selected type of
alcohol program and develop a job descrip-

tlon for one position, Using a prepared form,

each participant examines personal attitudes
toward his/her work situation, Both of these
activities are designed to highlight the impact
of formal and Informal patterns of organiza-
tion on employee satisfaction, performance,
and, uitimately, client service,

Personnel Evaluation and Supervision (2%
hours)

Procedures for staff evaluation are presented
and discussed, including use of a personnel
appraisal form and setting of work objectives.

Appraiaal Interview and Staff Development
(3 hours)

Participants demonstrate and evaluate three
types of personnel interviews and explore
possible strategies for providing staff develop-
ment opportunities on a limited budget.

Information Gathering and Decisionmaking
(3 hours)

Several important management issues are
examined from the perspective of decision-
making: whatdecisions are made, who makes
them, what information is needed, and how
leadership style affects decisionmaking.

Wark on Individual Plans (3 hours)

Each participant applies the planning process
to'meet a program need identified in session
6. All training session notes and materials

;'i
!?

dare used as needed; tralning staff mombers
are avallable for consultation,

Sesslon 15, Presentation of Individual Plans (3 hours)

Participants exchango thelr plans and rate
them using a prepared checklist, Selected
plans are then presented to the total group
for review and dliscusslon.

Session 16, Closing Activities (45 minutes)

Training staff members summarize the pro-
gram actlvities; participants complete flnal
cvaluation procedures; and certificates are
awarded (optlonal),

Two other activities are Interspersed throughout the
tralning program, The first Is a sories of brief reading
asslgnments designed to provide particlpants with back-
ground Information and/or new theoretical materlal
beﬁ:re they bcgin a sesslan or tcz summariza and restate

Tha second activity’ Is the partlt;lpant presentations, which
are assigned during session 2 and scheduled for presenta-
tion in sesslons 7, 11, 12, 14, and 15, Later suggestions
on how to adapt the materials will explain how these
exercises can be used in individual sessions, Participants
choose one of five topics to work on. The number of
participants who may choose a topic is predetermined
by the nature of the topic. Presentation guidelines and
resource materials are provided for each topic,

C. Evaluation Instruments

Coples of all the evaluation instruments administered to
participants during course development are contained
in section 1V, To make additional coples, detach these
pages and duplicate them or retype them from the
manual and then duplicate, Each mstrument is discussed
briefly here.

1.  Pre-Postcognitive Test
Thisinstrument is designed to measure the cogni-
tive gains that occurred over the entire course, It s
to be administered to all participants before the
training course and again as the last activity of the
course, So that this may be as accurate a gage of
growth as possible, it is imperative that facilitators
cover, during instruction, all the mamr points
listed in the session outlines.

2.  Postsession Rating Form ,
This form invites comment from participants on
tae utility, effectiveness, and clarity of the materials
of a particular session, It asks them to rate the
relevance of the material to their needs and to
make suggestions for improvement. One item

10 | |
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relates to the effectiveness of the facllitator, It ls
suggested that this form be used only for sesslons
of particular interest 10 the facilitator. The rating
form may be alternated with debrlefing sessions to
glve the facllltator oral fesdback on participanty’
reactions to the course. A few minutes at the end
of the selected session thould be allowed for com.
pletion of the form,

Debriefing Guidelines

The questions guide the facllitator In conducting
a short, Informal meeting with selected participants
about the progress of the course,

Final Evaluative Review

This instrument provides for an assessment of the
participants’ perceptions of the relevance and utllity
of the entire training course and thelr overall
reaction ta it, It Is administered at the end of the
entire course,

Design Assumptions About Training And
Trainers

NCAE developed these materials based on a number of
assumptions about ‘‘good training” and ''good trainers."

1.

Good training accommodates adults who are
& independent,

® experienced,

® problem-centered, and

® "now' oriented,

Good training, therefore, Is

® self directed (the learner Is involved In conduct-
ing the learning experience);

® experience based (learning activities are planned
around the participant's experiences); '

® problem centered (learning centers on learner
needs/problems, not on “covering’’ subjects);

e immediate in application (learning can be put
into action directly).

A good trainer plons the event by

® laying out overall training goal(s);

® deciding who will attend (recruitment and selec-
tion procedures);

® assessing funding sources and costs to partici-
pants and assigning responsibility for finances;

® setting the timespan for trainingin light of costs,
participants' needs and availability, and trainer
capability;

detetmining those strongly felt needs of partlcl-
pants that can realistically be met within time
{imitatlons;

adapling the materials to focus on these partl-
cularparticipant needs (suggestions about adapt
Ing the materials are given In section 11);

attending to the logistical needs of participants
(food, lodging, travel);

e arranging for adeguate tralning facliities;
® acquiring and testing requlired Instructional

equipment;

engaging the group facliltators and content
spoclallsts needed to conduct the tralning
coordinating the management and delivery
actlvitios of everyone involved In planning and
running the tralning program,

4, A good tralner prepares,
5. A good trainer facilitates learning by

helping people feel comfortable;

croating a healthy learning atmosphere;
beingsupportive and respectful, not judgmental;
belng aware of his/her own biases;

giving particlpants some rein;

focusing on participants' problems;

drawing on participants’ experlences;

providing practice in applying learning;
keeping a finger on the pulse of the group and
individuals within it;

dealingeffectively with participants who display
behaviors that can impede group work or
obstruct learning;

surfacing and addressing the underlying prob-
lems of the entire'group or of subgroups when
they adversely affect program progress;

being a good training team member.

E. How To Prepare To Run MS

To prepare for the MS course as a whole or in various
session combinations, the facilitator should:

Review package contents; do not try to read it
all in one sitting.

Read sections | and |1 carefully.

Apply suggestions on adaptation and select train-
ing focus.

To prepare for each individual training session in section
111, it is suggested that the facilitator:

1]



lew the session summary page and determine
relationshlp of the objectives of the wesslon

hose of the previous session and of the over
ourse,

lew the sequence of activities, the discussion

1ts, and the materlals several times bafore the
lon to become thoroughly familiar with the

lon and its content,

& cue cards for use in the wwsion, The
erlaly wero designed for preparatlon, not for
very, Trainers are strongly encouraged to
presentation materlals Into thelr own words
to determine the amount of detalled in-
ction they personally need. Tralners should
this manual for quiek reférance durlnggroup
k and breaks. (Sce sample cue card in
widixes.)

ble-check to see that all the materlals, equip-
t, and furniture listed on the summary page
irepared or obtained.

flipcharts, which may easily be made by
ing or drawing with markers on large paper,
tripad Is not avallable, flipcharts can be

d or tacked to the wall. A chalkboard and

k may be used instead,

e sure that any audiovisual equipment will
vallable and operational when needed. If

the facllitator Is to operate the equipment,
he/she must know how beforehand,

Reéhearse the presentation ahead of time as If the
group were present, Once the facilitator Is suffi.
clently familiar with the workshop contents and
background materlal and has prepared hisfher
notes and key questions, a final preparation
step Is to enlist a coworker, friend, or famlly
member to act as particlpantaudience and to
run through all the sessions as In an actual works
shop, An audlence of one or two Is hot thic
same as a roomful of participants, but this
exerclse will glve the Tacilitator a feel for the
flow of the activities, the pace and structure of
the workshop, and the use of the sesslon cue
cards. If no one is avallable to serve as an audi-
ence, or the facllitator Iy uncomfortable with
this arrangement, the facllitator should go
through the sessions step-by-step by himself/
harself.

Review cue cards (or make them up) the even-
ing before deilvering the session,

Check the operation and placement of equlip-
ment; arrange materlals and furniture as neces-
sary, and revlow cue cardsone more time before
each session and before the arrival of the
participants. :
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_ SECTION |

How To Adapt MS

To Meet _
Particular Requirements

The sessions in this course were constructed to be used
in sequenceover an 8-day period. However, they can also
be conducted at spaced intervals, In addition, a number
of sessions can be put together and used as independent
unils or minicourses that run for 1 or 2 days. And, as we
will see farther on, certain sessionscan stand alone.

A. Combining sessions into minicourses

In circurmstances where it is not feasible to present the
entire M5 model, the facilitator can present minicourses
thatconsistof sessions assembled invarious combinations
to address these broad training issues:

¢ How do alcohal program managers work effec-
tively with staff to meet the current challenges
of alcoholism programming!—Minicourse B:
Facing the Future Together.

¢ How do program managers identify what they
should be doing and set specific objectives for
these activities?~Minicourse B: Specific Objec-
tives for Basic Management Functions.

¢ How are planning principles and relational skills
used to solve selected prablems? —Minicourse
C: Planning, Relations, and Problem Solving.

# How do alcoholism agencics raise new money,
make the most of available resources, and keep
track of actual expenditures against proposed
expenditures over a given period of time?—
Minicourse D: Raising, Maximizing, and
Accounting for Agency Funds.

® Howshoulda particular agency organize itself,
divide labor, ind provide decisionmaking policies
that are well understood, correctly followed,
and effective!—Minicourse E: Organizing Work
and Making Decisions. ,

® How do managers set out job expectations with
employees, siepervise performance and give
feedback ona regular basis, and provide for
staff develo pmeent when indicated?—Minicourse
F: Supervigiorand Performance Appraisal.

The sessions that make up each minicourse have been
combined to permit the facilitator to lead the partici-
pants to a resolutiors o these issues in a reliable and
methodical way. Included in the description of each mini-
course below are suggtstlons for adapting the materials
specifically for thiskind of use by making alterations in
the manner of preseratition of the individual sessions in
the course. These adaptzlion recommendations refer to
the actual session outlimes contained in section I of
the Trainer Marual, The recomn.endations are given here
as part of the treatrment on adapting MS to meet particular
requirements, A clear urderstanding of them will require
that the facilitator firststudy scction |11, Session Outlines.

1.  Minicourse A; Facing the Future Together
Minicourse A ls composed of:
Session 2A—DiscLision of Reading Assignment
Session 2B~Group Process
Session 2D~Graup Process

13
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Itis a 1-day coure that carhelp ran agers chart

out program directions and Im plementation strat-

egies that get staff pulling toegether toward acearly

perceived mission.

The following adaptations are recommended for

minicourse A

® Begin the course with the lcetb reakcer Exerelse
in session 12 or with a'“varmup” exercise of
your own chepsing,

® Summarize the purpose <f sessions 2A, 28, ind
2D on newsprint (see iktroductiors of these
sessions),

¢ Compare participants’ expettatiorss with the
objectives of the minicourse, Make sure partici—
pants understarad which cxpectations will and
will not be addressed (se€ MSIF for one way of
doing this). '

® Assign the article by Bacon and/or the article
by Schmidt, et al., depending on available time
and interest. Waituntil particip ants are Finished.

® Lead a discussion on thearticle(s) rad-for
Bacon, MS2A(; for Schrnid t, MS2AD,

® Skip session 2C and go directly 1o session 2D,
¢ Drop the assignment at the end of 2D,

MinicourseB: Spe;iﬁﬂ Objectives for Basic Marage-

ment Functions '

Minicourse B corsists of : 4

Session 3~Managernent and Chinge

Session 4—The Planning Process

This 1-day course <an help the harried program

manager sort outthe kinds of thingshefshe should:

be devoting time to from those that are not of

primary concern, The course then teathes the

manager how 1o formulate concrete ot itomes for

top priority work requirements. Make the follow-

ing adaptations for this cours:

® The first threesuggestiorss under minicourse A
also apply here,

® |n MS3H, concentrate orx the first three- sesslon
topics in the Fight hand columm of andiout 3.
Mention the otfver functions in this column
examples of other kinds of activities on which
these functions comne to bear.

Minicourse C: Planning, Relations, and Prablem
Solving

Minicourse C is composed of:

Session 4=The Planning Process

Session 5~Directar/Board Relationships

Session 6A & B-Flanning for Chinge

“This 12-day cotere allowsma:nagers time topric-
tice seteing progenm objesctivess and dedling with
the imter personad relation ships with board members
inselling and Im-plementing p Fogram i deas in the
face -of obstructEons and probims,

The folfowirg adiptations are recommended for

minicosre C: .

@ The first thresuggestions under minicourse A
apply here. _

& Theshort casestudy inhardowit2 for M§5 in
thue Partic dparat Workbook meecds to be rewritten
to include the same kinds of ir formati on (pro-
gran goals, prograrn descri plion, staff, board of
dirctors, buchet) as they apply toa typical
agency such asthe onesin which participants
waork. The tith should be changed to fit this
revisedversion,

@ |f the raining wdience s rot composedexclu-~
siwvely of Falfway-Fouse adiministrators, some
parts of the hilfway-hoses Assessrment Work-
sheeet, Handowt 1, MS6B, of the Participgs!
Wark book villhaveto berevised. Miodi fications
caxnbemade with the help -of foint Cormmission
or he Accreditation of Hospitals® standards,
The formatofthe worksheset and irstructjons
in the marual an be followed if these changs
aremade. Qusstiorn 4 onhandout 3 of session
6Bshould be changed 1o suait the participants.

Minicourse D: Ralsing, Maximizireg, and Account-

ingfor Agency Funds

Minicourse D ks cimposed of:

Session 7-Funding Sources

Session 8-5electel Aspect of Fipancia Manage

rhent

Sessjon 9-Selected Aspects of Financia Manage-

rment (cont'd)

Depending on thee op tions fol.lowed, this course

fasts FrormS to7 hours. Proerwting It will require

thorough preparation- The content 1s highly

detaifed, and sorme ad aptatiorss in the suggested

variations talkee more time than those in other

rinicourses. The followingad Sptations ire recom-

rmencled for minicwurseD:

® Thiefint three suggestions winder minicourse A
pply here.

® Drop MS7Aif "philosophy of funding™ is not
imeportant to wou orto yousrgraup. Thisis the
easiistpathto hilow. Iftha:tis what you ingend
to do, go ontothe nextrecommended adapta-
tion If the subjectis imp-ortant, you have
several op tiorss fol lowing your warmup and
inEroduction of goalks.

14
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Aruitoxt provided by Eic:

= Faor halfway-horse adminisentors, present
sedtion 2C, usin g orzly the portion on the
Philosophy of Fundisigby H. Leonard Boshe,
Dristribute the companying handouts,
(Allow 45 minuates for instructions and
resading.)

= Delivera minilecture on thesubject, based on
ressource materials o your own chocsing,

= Forother kinds of af coholisrm prograems, you
midy assignan ip Properiate resaurceandidapt
thee handouts in session 2o fit (recom-
mended only if the trainer has tirme to adapt
theem thoroughly),
¢ Dopr MSEA.

o MSO B, Calcualating Cost Per Res#derntDay,and
MSBC, Calculating Cost,. are bothe il ored closely
Toservicesand costs of Fralfway houses. They
cinbeused with mirorrevisions for insticutions
providing inpatient <are - For growps providieg
ollpatientcare only, the material can be Used
£0 twd ways.

— Have participants carry outsections B and C
in upchanged form is halfway house zdminl.
strators. Emphasize the processsand note the

~-di Flerence there woul dbe if they were doing
it for their own agancies,
OR

— Skip 8Cand docmly D.Inthiscase, mike
necessary changesin handouts (forexample,
diminate board and roomn costs and other
tosts that are notap plicable; iiclude costs
th atare nat mentioned, if any).

PMindcourse E: Organizing Work and Makeing
Decisions

Minicours E consists o

Session T0-Organization S Tricture and Position
Description

Session T I-Infamation Gathering and Decision:
rmaking

This- 1-dacy minicourse becps managersselect organ-
izatioml arangements and job assignments that
take into- xccount the agncy's work ard staff
characteristics. [t also gives participants achance
t0 arulyze the kind of inforsmation gathering and
diecisionrraking techinigues £hat make sense for

.. their job. Twoadjustme:nts zare recormmended fo r
* this eninicourse:

® Thefirst three suggestionssunder minfcourse A
apply here.

& The handout, Organization Task Instructions for
session 10, will have to be modified in each of
the capitalized categories to fit the participants
(wnless they are all halfway-house administra-
tars).

® The last points of session 10 in the Trainer
Minwal may not be appropriate.

® (Conclude session 10 on Organization Structure
and Position Descriptions with a Morale lndex
Reeport from session 11,

6,  Minfcourse F: Supervising and Evaluating Staff

Prerfermance

Mini<ourse F is made u;j of:

Sesion 10-Organization Structure and Position

Descriptions

Segsion 11—Personnel Evaluation and Supervision

Sesion 12—Appraisal Interview Techniques and

S1aff Development

Two minor recommendations are suggested for

conducting this 1%4-day minicourse:

@ Agiin, the first three recommendations under
minicourse A apply.

® Drop MS11E, Participant Presentation: Use of
Volunteers,

® Sicip MS12A, Participant Presentation Appraisal
In terviews. Begin Session 12 with B, Staff
Development.

If certificates are to be awarded at the end of any

of these minicourses, session 16, Closing Activities,

can beused.

B. UsingIndividual Sessions

Sorme iredivEdual sessions can stand alone. |n some in-
staires, the expected outcome describes the session con-
tent betder zhan the title. The sessions are listed in the
Tbie that follows, which gives the number and name of
el sessiory, what participants will gain from it, brief
alaptation recommendations, and the time needed to
<on duct each session.

The assesment instruments and tabulation forms in
seceion BV can be used by the trainer to find out which
mirsitouse or session(s) his/her prospective participants
wous!d like to caver.

“The conten® and methodology of other sessions can be
wed dlome or in combination by the resourceful facilita-
for in creative ways that serve his/her own training
siu atiors,
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PAruitex: provided by enic K

Expected Recommendations 7
Session Outcome for Adaptation Time

2A,

Discussion of
Reading Assign-
ment '

Examine the effect of current
trends in alcoholism on an
agency in its present state of
development. e

Begin with M51H. Uso zppropriate
handouts, Select different reading.
materials from Bacon, if desired.
Have participants read the two
articles beforehand or allow time
to do so.

1% houwrs (if
articles are read
at training)

Group Process

Learn how to facilitate group
consensus; value of group
work in selected kinds of work.

Use as is.

2% hours

I
2D. Group Process Learn and practice behaviors Concluding assignment is optional. 3% hours
’ that foster and impede produc-
tive, amicable group work.
3. Management Isolate most important manage- | Skip MS3A2 of this session. In H, 2% hours
and Change ment functions in light of focus on the righthand column of
current demands, handout 3. The functions in this
column can be used as examples of
the other kinds of activities in
which these functions are invalved.
4, The Planning Learn how to formulate con- Drop references to previous session. 3 hours
Process crete program outcomes through
combined individualized group
learning experience.

ships

Director and
Board Relation-

Role play and critique director
and board resolution of a
selected problem, '

The second recommendation under
minicourse C applies here.

3 hours

6A  Planning for Analyze a case study that re- Can be run as is for halfway-house 3 hours
& B Change quires application of planning administrators. When run with
process skills to a selected others, the third recommendation
program problem. under minicourse C applies. This
latter course requires detailed work.
7. Funding Identify sources of funding; A bit too didactic by itself. Break 1%: hours
Sources learn ways of resolving a up into groups for B5 and 6;
current problem with avail- reconvene for small group
able resources reports. The second suggestion
’ (about philosophy of funding)
under minicourse D applies.
8. Selected Brainstorm on cost-cutting Use as is. Easily combined 1% hours
Aspectsof measures when belt- with session 7 or 9,
Financial tightening is necessary.
Management




SESSION TABLE (Continued)

Expected Recommendations
Session Outcome for Adaptation Time
9. Selected Calculate cost per Use as is for halfway-house 1% hours
Aspects of resident day and/or unit administrators, Carry out
Financial cost. "adaptations on calculating
Management costs under minicourse D for
(cont'd) other groups. In either case,
this session requires very
careful preparation.
10. Organization Know the process for Conclude this session with the 2% hours
Structure and organizing staff and assigning Morale Index Report from
Position responsibility. session 11.
Descriptions .
11.  Personnel Learn the principles of Drop MS11E of this session. 234 hours
Evaluation and | supervision and performance
Supervision evaluation.

12, Appraisal Inter-
view and Staff
Development

Practice ways to conduct
“appraisal interviews and to
address resulting staff de-

velopment issues,

Materiaiﬁ mentioned in session
MS52C, handout 2, (or a

suitable substitute) must be
_.read before session begins,

Allow the time. See M52C,
D2, Special Instructions.

3 to 3%z hours

13. Information Explore different ways of Drop Al. 3 hours
Gathering and making management
Decisionmaking | decisions.

"
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_SECTION 1l

Session Outlines

Using the Session Outlines

In using the Session Outlines, please note that the first
page, or cover sheet, for each session indicates thesession
goals and objectives, total session time required, equip-
ment, materials, primary training methods, and meeting
room arrangements. The subsequent pages should be
read across the double page. The lefthand page specifies
suggested times for each activity, sequence of activities,
and materials needed for that activity. The righthand
page outlines the points for discussion corresponding to
the activity described opposite.

REMINDER: Section Il isintended for the traimer's use
in preparing to deliver sessions. Trainers should make
their own presentation cue cards as they prepare to de-
liver. (See example in section IV.).

Program Goals
Participants will improve their managerial capabilities by

increasing their understanding of and improving their
skills in:

. Exhibiting helping behavior and dealing with

hindering behavior in work with groups of staff
members. '

. Relating basic planning concepts to their man-

agerial and administrative responsibilities.

. Handling relations between an agency and its

board. ..
Structuring work and articulating job responsi-
bilities.

. Supervising and evaluating performance.

6. Conducting appraisal interviews and providing
. staff development.

7. Decisionmaking.

]

. Developing a plan addressed to a specific prob-

lemn area.

13



Session 1:

Orientation and Overview

GOALS/OBJECTIVES:

TIME REQUIRED:
EQUIPMENT:
MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

PRIMARY
.METHODS:

MEETING
ARRANGEMENTS:

The goals of this session are to

1. Establish an atmosphere conducive to learning

2. Familiarize participants with goals of the training program

3. Familiarize participants with materials, facilities, and services.

At the end of the program participants will be able to:

1. Match one training program goal with corresponding sessions which apply to it

2. !déntify correctly by first name at least hg»lF of the others in the group and the training
staff members ' )

3. Locate, among written orientation materials, directions for completing the expense forms,
the name of a moderately priced restaurant within walking distance, and the time and
location of one local A.A. meeting.

2); hours

Flipchart paper, tripod, masking tape or tacks, markers

Name tags

Handout 1, Interview Guide

Handout 2, Article by Selden D. Bacon

Handout 3, Study Guides for Assignments

Reference 1, Needs Assessment Form

Reference 2, Program Goals

Reference 3, Program Schedule (to be prepared by leader before session and distributed to
participants) , :

Flipchart 1, Training Program Schedule (optional, to be made before session if used)

Resource Material, Leaders‘hip Resources Management Library (for reference, article by
Schmidt & Lippitt); Administrator Plus

Lecture, discussion, group exercise

Drawing 1, Round table setup; or drawing 6, Discussion setup.



Time  Sequence of Activities Materials

5 min.

45 min. .

16

A.

D.

Hospitality room (optional)
1. If possible, it is usefu! to have a meeting room
available as an informal meeting site for early
“arrivals. -
2. Staff hosts and hostesses distribute name tags A2. Name tags
and carry out introductions. t
3. Light snacks and beverages may be provided.
Formal arrival ,
1. Distribute name tags (when required) if a B1. Pens and pencils
hospitality room is not available for early
arrivals.
Introduction
1. Explain the purpose of this session and the
topics that are included.

2. Describe the sponsoring body and the
training facilities.
Icebreaker exercise
Tell participants that the purpose of the icebreaker
exercise is to help them get acquainted with each other
in an informal way. Then proceed with the following
instructions. :
1. Choose at random one person and ask that
person to shake hands with the person on
his left.
2. The third person shakes the hand of the person
on his left and so on until everyone in the group
has a partner. Pairs will consist of either two
participants or one participant and a staff
member. (If the group is uneven, the last three
people form a trio.)
3. Instruct participants to locate handout 1 for this D3. Handout 1, Interview
session and have them take turns interviewing Guide

and any other questions that occur to them.

20




Points for Discussion

A. Hospitality room (optional)

There are no discussion points for this section.

B. _Formal arrival
There are no discussion points for this section.

C. Introduction

1. The purpose of this session is to acquaint participants with the training team (or leader) and
with each other and to familiarize participants with the total training program.
Major topics to be included are the following:

- @ Introduction to training program

® Participants’ expectations of training program and program goals
e Schedule and activities
® Evaluation procedure
@ Administrative details

2. These will depend upon the circumstances of your own situation,




Session 1:

Time  Sequence of Activities Materials

Each interviewer will have 3 minutes to ask
questions of his partner. (Signal the end of the
first 3 minutes.) Suggest that they briefly
record the responses on the guide to aid them
when they introduce their partner to the group.
4. At the end of 6 minutes, call the group to atten-
tion and choose a participant at random to intro-
duce his partner, using the information in the
interview guide. When the one person has been
introduced, he in turn introduces his partner.
Each introduction may not exceed 2 minutes.

5. Each introduction may be followed by one
comment from -the person being introduced
and/or one question from the group.

6. When all have been introduced, ask for one volun-
teer to name the others, beginning with the person
he introduced, and to continue around the table
until he misses a name. Ask for another volunteer
to start there and to continue as far as he can.
Continue in this manner until everyone has been
named.

15 min. E. Overview of training program
1. Review background development of program.
(See opposite.)
a. Identification of target group.

b. Association with AHHAP.

c. Pass out the Needs Assessment Form. Elc. Reference 1, Needs
Ask how many present filled out one of Assessment Form
these forms. Lead participants through
categories on Needs Assessment Form.

22




Orientation and Overview

Points for Discussion

. Overview of training program

la.  Alcoholism program managers were selected as the group to receive training in management
for several reasons:
® The move toward national accreditation demands systematic financial and general operat-
ing accountability. - _
® Many managers have had little formal training in this area.
@ Few training programs designed especially for this group are available elsewhere.
This training program is a product of the research and development that took place to meet
these needs.
1b. During the research phase, contacts were made with numerous halfway-house directors and
organizations to determine the exact needs In this area, regardless of location. Their contri-
butions were very valuable, and this task could not have been completed without them.
‘Speclal thanks go to the Association of the Halfway House Alcohalism Programs of North
America, (AHHAP) and to the 32 intitial trainees who helped develop this program.
Tc. - Based on the needs assessment results gathered from halfway-house directors who partici-
~pated in the initial training program, and from other kinds of alcoholism program managers
in expanded field trials, the present goals, cbjectives, and content were decided upon.
Participants were asked to rank the categories In order of importance, The results of the
“tabulation showed this order of priority: ‘
® Personnel and program matters
® Fiscal management

23
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Time Sequence of Activities

Materials

d. Distribute the Program Goals. Lead
discussion pointing out the correspond-
ence between the goals of the program
and the priority needs listed in the dis-
cussion column,

2. Describe the collaborative nature of the effort

and the value to program success of each parti-

cipant’s experience and knowledge.

24
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E1d. Reference 2, Program
Goals




) Orientation and Overview

“Points for Discussion

® Community relationship
® Planning

© Use of data, A
All subtopics in each category are not represented in the program because of time constraints,
but the most important needs are represented in this program,

E2. The workshop is based upan the information described above, but it is not perfect. Therefore,
we invite your comments and suggestions during the course of the program so that we can
respond to your concerns and needs as the training progresses. To facilitate this process, we
have provided places for feedback in the program.

Each of you comes to this training program with abundant knowledge and experience gained
from the successful operation of an alcoholism agency. The program is designed to capitalize
on this asset, in light of the realization that participants learn as much from each other as
they do from training programs. It should be stressed that in this situation we are learners,
as well as trainers. Our role essentially is to try to pravide a learning atmosphere that will
facilitate an exchange of ideas and will provide a focus for your contributions.
In addition, we have allowed time for presentations by you that.will be accomplished

' through the use of work-topic groups. These presentations will be interspersed throughout

' the course and will address subjects that were found to be pertinent to the needs of program
managers. (This last paragraph applies only if entire course is being run.) :

21




Session 1:

Time Sequence of Activities Materials

30 min. F. Expectations about program’s approach “F.  Flipchart paper,
felt pens

1. Askeach participant to recall previous
workshaps or other formal learning experi-
ences and to list on a piece of notebook
paper one or more helpful and unhelpful
things (helpful = aided learning, unhelpful =
hindered learning).

2. When most participants have stopped writing,

" ask someone to read a positive item he wrote
down and to record it on theflipchart. Ask
someone to add a different one until all
unique items have been listed.

3. Repeat the steps for the negative items.

4,  Ask participants to explain any items that are
not clear.

5. Summarize what the group expectations seem
to be and how they compare with the plan of
the course. Clarify what will and will not be
covered in the course.

15 min, G. Schedule of activities ,

1. Distribute the program schedule you have G1. Reference 3, Program
prepared, Review the topics and activities Schedule :
listed in the schedule, using the flipchart in Flipchart 1, Training
the front of the room. Participants can Program Schedule
follow either on the flipchart or schedule. .(optional) -

2. Invite and answer questions about the :
schedule and the goals.

26




) Orientation and Overview

Points for Discussion

F.  Expectations about program's approach

The purpose of this actlvity Is to give you some Ideas about what the participants are looking for
in the way of method and/or approach, so that you can make adjustments for Individuals within
the format of the course, It Is unlikely that there will be an exact match between people's ex-
pectations and the actual program as planned.

G. Schedule of activities
There are no discussion points for this section.
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Session 1:

Time Sequence of Activities Materials
H. Assignments H, In Workbook: Bacon,
Distribute articles for participants to read, Point Se!don D, Meet'ﬂs’
out the study guides and reporting sheet which the Problems of A'ﬁ‘;“
are to be completed for the ensuing discussion. I;'ggssr;‘ﬁg‘ thlfi:iije'su
(Arti;le in management library may be duplicated Leédérsh);pgRéséurces
for participants) Management Library:
Schmidt, Warren H,,
and Gordon Lippitt,
“Managing the Chang-
! ing Organization,” and
study gulde.
15 min, . Administrative details
1. Review relmbursements, cash advances, and
travel arrangements as necessary.
2.  Answer questions.
15 min. ).  Summary

Summarize the main points of session.



Orientation and Overview

Points for Discussion

H. Assignments
There are no discussion points for this section.

4

L Administrative detalls
There are no discussion points for this section.

. Summary
The overall purpose of this session was to:
1. Provide background and overview of the coming days’ activities
’ 2, Help participants know each other as an aid in accomplishing course goals
3. Make clear what the training staff is able to provide in the light of the overall expectations
of participants
4. Detail the importance of a collaborative effort between staff and participants and the value
of each person’s input into the program ’
5. Review goals, schedule, materials, and administrative details.

25
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Session 2A: Dlscussmn af Ffead:ng Ass:gnment

GGALS/DBJECTIVE& Each particlpant will attain an increased awareness and understanding of the elements and
Issues assoclated with selected aspects of effective alcoholism program adminlistration,

Each partic;lpant will be able to:
1. Name and explain two basic points Bacon makes in his article

2. Name at least two current issues in the alcohol field and describe how they affect the
participant’s own program.,

TIME REQUIRED: 30 minutes

EQUIPMENT: Flipchart paper, tacks or masking tape, felt pens
MATERIALS: Reference 1, Sample Matrix for Tabulation
(Handouts and
references are found

in Participant Person to tabulate ratings and tally on flipchart 1
Workbook) ate ratings and tally pen

Flipchart 1, Matrix of Participant Ratings (to be prepared in class)

Reference 2, Changing Organizational Needs
PRIMARY METHODS: Large group discussion

MEETING
ARRANGEMENTS: Drawing 1, Round table setup



Session 2A:

Time  Sequence of Activities

Materials

2 min. A.

5 min. B.

10 min. C.

Intraduction
Describe purpose of session.

Matrix for reporting sheets

1i

Collect reporting sheets on which participants
recorded their ratings of the checklist of the
reading assignment, Managing the Changing
Organization.

Tabulate the ratings on the sample matrix by B2,

placing a hashmark in the appropriate cell for
each response made by each participant. Tally
and reproduce on a flipchart to be ready for
display at the end of the reading assignment
discussion. (You will need a helper to do this
while you work with the group.)

Discussion of Bacon article

1i

2,

Start with the first question on the Study Guide,
completed as part of the assignment.

As participants answer questions, write their Cc2.

comments on the flipchart, Prompting
questions and answers are suggested opposite.

Reference 1, Sample
Matrix for Tabulation

Flipchart paper, felt
pens



) Discussion of Reading Assignment

Points for Discussion

A. Introduction

The purpose of the assignment is to help placc the training program in the framework of alcoholism
programing as a whole and to highlight the trends and conflicts in the alcoholism field that
relate especially to each agency's work,

C. Discussion of Bacon article

2. © Where in history does Bacon start his analysis?

Roots of the current situation in the U.S. 8o back to 1825; began with temperance
movement that started out with a fairly liberal stance.

® What were the main features of this period?
Toward the end of the 19th century, this stance became more conservative and more
rigid, in contrast to the general national stance. That was becoming more liberal and more
flexible under the influence of industrialization and urbanization,

® What marked the end of this period? ,
Bacon dates the end of the classical temperance movement in 1925, Other significant
dates are the beginning of Prohibition in 1919 and its repeal in 1933,

® How does Bacon describe the next period?
Bacon calls it “limbo”~from 1925 to approximately 1942,

® What was the picture during this time?
Alcohol prablems continued, and there was general avoidance of the subject and its
problems—not only by society at large but also by the helping professions.

® What marked the end of this period?
The end of this period is marked by the beginning of A.A. as the first substantive action
program,

® What words does he use to describe the current period?
The current period has five aspects: recognition, action, fractionalization, turmoil, and
hope.
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Session 2A:

Sequence of Activities Materials

Time

C. (continued)

ad

After major points have been listed, ask
participants if they have any additions they
would like to add to illustrate any of the
periods Bacon defines. What implications for
their agencies do they see in the current trends
and issues?
4. Put additions on flipchart in appropriate places
with a different color pen.
10 min. D. Discussion of ‘“Managing the Changing Organization”
1. Start discussion with the following question:
Given the implications for alcoholism pro-
grams, what changes are facing your agency now?
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Discussion of Reading Assignment

}_

Points for Discussion

Recognition that alcohol s used widely and in most cases without problem; problems are
associated with devlant use; problems differ in nature and type; other problems stem
from methods to control direct problems.

What does Bacon say about action?

Action daes not match the level of recognition.

What examples does he give of action that has taken place?

1942-A.A. grows; 1943 —summer school programs begin; 1944—State alcohol units are
formed; halfway houses and detoxification centers are initiated; research begins; NCA is
founded.

What major development has occurred since this article was published in 19702

What factor does Bacon suggest is the reason for fractionalization?

Fractionalization rather than a total approach was developed to avoid any chance of a
return to Prohibition.

What evidence does Bacon see of fractionalization?

Action is taking place in bits and pieces; alcoholism is separated from other alcohol
problems; action to solve other problems is proceeding in isolation (education, sales
controls, traffic); ways of thinking about alcohol problems and research to support these
ideas are equally fragmented.

What do you see as the hopeful signs in this period? )

Fragmentation leads to turmoil, but there are signs of hope as well: A move toward
establishing a national policy; recognition of need for coordination of services, both within
alcohol components and between alcohol and other health and social services; a move
toward standardization and improved quality of care through accreditation and
certification.

D. Discussion of “Managing the Changing Organization”
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Sess:on 2A

Time Sequence of Ac:tlwtles Materials

2. The article discussed how the development of
an organization influences the needs of an
organization. (See opposite.)

3.  Ask participants where they would place the D3. Reference 2, Changing
alcoholism services thelr agency provides on Organizational Needs
this continuum, and to justify their cholces,
based on the descriptians of the various phases.

4. Placement of individual programs on the con-
tinuum of organizational life is a matter for
each director to decide.

5 min. E. Tally of reporting sheet responses
1. Display flipchart tally where all can see it. E1. Flipchart 1, Matrix of
Say, ““Keeping in mind the needs for change Participant Ratings

confronting the alcoholism field and your
individual program, let’s take a look at your
assessment of the readiness of you and your
staff to plan for and implement those changes."”

2. Ask participants to refer to checklist in the E2. Article: Schmidt,

assignment, Warren, & Lippitt,
“Managing the Chang-

ing Organization”’

3. Raise questions about the tabulation.

a. ls there any item that a majority of partici-
pants rate as high (1) or low (4)?

b. Do most of the ratings for all items appear in
one column? Why!?
4. Refer to the suggestion to give the checklist to
other people in the organization.
3 min. F. Summary
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Discussion of Reading Assignment

Points for Discussion

2. This development is analogous to the differing needs at different points in the life of a
person,

3. There Is no right answer to this questlon, Generally, consensus hovers in the range of 3 to 5,

Except at the extremes of youth and maturity, some concerns of every stage are operating
ali the time, ‘

Considering the total alcoholism movement, programs are well established. Is there number
increasing?

Efforts now being directed toward solidifying the movement include (1) obtaining represen-
tation on policy-making bodies (e.g., health services’ agency boards); (2) specifying the
unique role of individual agencies in the continuum of care; (3) seeking better compensation
for practitioners; (4) Improving quality to meet accreditation and certification standards;
(5) taking the lead in improving coordination with other agencies and in cooperating in the
training of other health professionals in the problems of alcohol; and (6) influencing the
health care delivery systems.

(The number preceding cach activity refers to the related organization need as described in
“Managing the Changing Organization,” by Schmidt et al.

E3. There may or may not be a clear trend.

E4, This checklist is a tool participants can use to diagnose the climate of their organization and
to locate areas to work on in anticipation of change.

F. Summary ;
The current trends in the alcohol field listed by participants and the needs of your program and
its readiness for change will provide you with guidelines for selecting the portions of the training

) program most suited to your needs and a framework for planning how to use your new knowledge

-~ and skills. ) _
.. 7 33
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Session 2B: Group Process

—— i - s i e i - e - . -

S — - —— —— = - — = - =

GOALS/OBJECTIVES: At the end of the sesslon, participants will have a better understanding of the concepts of group
process and increased skill in Identifying helping and hindering behavior In an operating group.

Each participant will be able to identify:

1. Three benefits of effective group work

2, Three clements which can hinder or obstruct group functioning

3. Three elements which can contribute to effective group functioning.

TIME REQUIRED: 2% hours

EQUIPMENT: Fllpchart paper, tripod, masking tape or tacks, felt pens
MATERIALS: Reference 1, Descriptive Terms and Discussion Questions for Who's Here Exercise
(Handouts and ) 7 o .
references are found Flipcharts—to be made ahead of time using Reference 1
In Participant Handout 1, NASA Exerclse Individual Worksheot
Workbook, except
reference 2 in Handout 2, NASA Exercise Group Worksheet
appendix of T .
Trainer Manual) Handout 3, NASA Exercise Scoring Instructions
) Handout 4, Elements of Group Work

Reference 2, NASA Exercise Answer Sheet

PRIMARY METHODS: Lecture, large group discussions, small group work, exercises

MEETING

ARRANGEMENTS: For Who's Here and Conversations, four flipcharts, one in each corner of the room ; a cluster
of chairs near each flipchart; and chairs along the walls
Drawing 4, Workshop Setup for NASA exercise (square or round tables)
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Session 2B:

Time  Sequence of Activities Materials
3 min. A. Introduction
Summarize purpose of session,
B. Getting better acquainted B. Flipcharts based on
(Have flipchart in each corner of the room.) reference 1
30 min. 1.  Give directions for first exercise, Who's B1. Reference 1, Descrip-
Here. tive Terms and

Discussion Questions

. Using three sets of fou hich bty ,
a. Using three sets of four terms which for Who's Here

describe individuals or their programs,
each participant determines the category
which appropriately describes himself or
his program and moves to the corner
where this information is listed. (See
opposite for questions to initiate group
forming.)

b. When there, he writes his name on the
flipchart and introduces himself to the
other members who selected that
category.

¢. Participants then discuss the reasons for
describing themselves or their programs
in such a way as to place them in that
group. (Discussion guide questions are
listed on flipcharts.)

d. After time has elapsed, flipcharts are
turned to the next page, and the process
is repeated two times, using the other sets
of descriptive terms and guestions. (New
groups may be formed.)
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Group Process

Points for Discussion

Al

Introduction

The purpose of this session will be threefold:

1. It will enable us to set the stage for an Intensive amount of group work which follows over
the next few days,

2. We are going to explore functions and techniques which contribute to intragroup work
(within groups).

3. Weare going to explore some of the Issues involved in intergroup work (among groups).

Together, we hope to develop a task-oriented work group which will facilitate the maximum

amount of learning in the short period of time we have available,
Getting better acquainted

1a. First question: In your current pasition, how would you describe yourself in relation to
your client: as a learner, helper, teacher, or friend? Move to the appropriate corner,

b. Second question: How would you describe your style as an administrator: democratic,
laissez-faire, collaborative, or commanding? Move to appropriate corner.

c. Third question: Which term describes the major task of your program at present: surviving,
stabilizing, educating the public, assessing goals and purposes? Move to the appropriate
corner. ’
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assion 28:

ne Sequence of Activities Materials
min, 2. Give directions for second exerclse,
Conversations.

a. Introduce this exercise as a way to help
people get better acquainted. Explain that
the Idea of this exercise Is to share experl-
ences rather than opinions; that it should
not be confused with group discussion,
which is problem-centered rather than
people-centered as this exercise Is.

b. Participants are to stand in the middle of the
room.

c. After everyone has assembled they are
asked to form into groups of three. If
anyone is left out, he joins one of the groups
of three that has been formed. Once groups
have been formed, they sit in chairs around
the room. You, as leader, read one incom-
plete sentence from the list opposite, Then,
direct participants to conduct a conversation
by each completing the sentence in turn
and then elaborating and developing the
topic in whatever direction it happens to
go.

d. After 5§ minutes, participants return to the
center of the room and find two other people
they haven’t met. The procedure is repeated
for the remaining incomplete sentences.

nin. Coffee break

in. C. Need for group process session
1. Establish need for skill in working in groups. (See
opposite.)

2.  Say '"We will begin by forming small groups
which will accomplish a task. Then we will dis-
cuss theory and principles in relation to that
experience.”




Group Process

;V"'Adapted and reprinted by permission from “Group Conversation: Discussion Starters,”
) William Pfeiffer and John E. Jones (eds.), A Handbook of Structired Experiences for

- Human Relatlons Training, Volume 11 (Rev.). La Jolla, Ca.: University Associates, 1974,

pp. 3-6 '

2. The questions to be completed are sequenced to move from the past to the future:
® The teacher | liked best was a person who. . .
® Asachild, | . .orl miss..
. - ® The thing | like most about myself is . . . or Nothing is so frustrating as .
’ @ Ten years from now, 1 . '
(Encourage participants to keep their remarks in the realm of feeling, memories, attitudes,
‘and descrlptmn of experiences.)

C. ' Need for group process session
1. Much workshop activity relies on small group organization. A good deal of work is accom-
' plished in small group settings—staff meetings, board meetings, interagency meetings.
" (Emphasize that the focus of these sessions is on work or task groups rather than therapeutic
groups.)
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Session 2B:

Time

Sequence of Activities Materials

60 min.

40

D. Seeking consensus

Introduce the NASA exercise which illustrates

some of the characteristics of groups and com-

pares the results of individual versus group

decisionmaking. _

Direct participants to form groups of 6 to 12

and to seat themselves around the tables in the

adjoining room.

Give each participant a copy of the individual D3. Handout 1, NASA

worksheet and announce that they have 15 Exercise Individual
minutes to complete the worksheet. Worksheet

At the end of 15 minutes, instruct participants
to put the worksheets away for later retrieval.

Distribute the NASA Exercise Group Work- D5. Handout 2, NASA
sheet, one to each group. Exercise Group
Worksheet

Read the instructions aloud, and then ask D6. Flipcharts

each group to select a member to record the
group ranking on this sheet. No answers on
individual worksheets are to be changed asa
result of the groups’ discussions. Allow 30
minutes for completion of worksheet.

While groups are working, prepare a flipchart
in the following format for as many groups
as there are:

I LU LL

Consensus score B

Average score N o

Range B

At the end of 30 minutes, distribute D7. Handout3,NASA Ex-
answer sheets which also contain direc- ercise Answer Sheet
tions for scoring. - and Scoring Instruc-

tions
When scoring is complete, ask each
recorder to dictate his group’s scores to
you and write them on the flipchart.
“Range" refers to the lowest and the
highest individual score in that group,
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) | | | Group Process
Points for Discussion :

(If anyone in the group has done an exercise known as the NASA Exercise or Lost on the Moon
recently, he/she may assist you by passing out materials and answering questions about scoring.)
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Session 2B:

Time  Sequence of Activities Materials

9. Stimulate discussion of.the points demon-
strated in this exercise by raising such
questions as those listed opposite.

15 min, E. Group process discussion

m

1. Handout 4, Elements
of Group Work

1. Distribute content outline, handout 4.

2. Direct participants to read through the
section headed What is a Group? and
select those characteristics they felt were
present in their group.

3.  Next ask participants to select from the
next section, What Conditions Warrant
Group Work?, the situation most closely
describing their group situation in the
NASA exercise. _

4,  Ask for examples that illustrate the other

Group Work?
5. Whenis group work not appropriate?

42
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- | Group Process

Points for Discussion

- D9, Questions and answers

. Given the scores achieved by both individuals and groups, what cenclusions can you draw

- about individual versus group decisionmaking? (Generally, group scores are higher than
individual averages.) : S .

b. Does the range of individual scores indicate that one individual has particular knowledge

in thisarea? (Very often an individual score exceeds the group score.)

B

c. Is a high individual score reflected in the group score? How does that group score com-
pare to other group scores? (Logically, the group with the high individual score should
_have a higher score than the other groups, depending upon the process at work within
the group in achieving consensus. In one instance, a group member did have particular
‘knowledge, but she did not have the confidence to support her points; the other greup
members did-not give her contributions the recognition they deserved.)

d. Do you see any other trends that we can use as a basis for generalization?

. Did any group establish a procedure for achieving consensus that seemed to make best
use of the time? (A group may report a procedure such as ranking first those items on

[]

which there was clear agreement and then reconsidering the more difficult ones.)
f. Did information emerge in group discussion that was not apparent to individuals when
they made their ranking alone? ‘
g. Ask for additional comments or observations,
E. " Group process discussion ,
Elicit examples from participants as much as possible and be ready to supply examples of your
own as a supplement to participants’ contributions and to illustrate points in the outline.
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| Sess:en 25

Tlrne | Sequence of Actlwtles Materials

6. Ask participants to read The Criteria for
Effective Group Work. Then comment
‘that these issues will be examined in the
afternoon session.
7. Ask participants which of the benefits
~ listed in the last section they think apply
to the group exercise just completed.

2 min. ‘F. . Summary

1. Ask partmpants if they have any questions
or comments about the session.

2. Asasummary for this session, fﬁllnwmg
group discussion, go through the outline,
handout 4, reviewing the points listed
in a systematic fashion.

G. Lunch (See opposite,)
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Group Process

Points for Discussion

G. Lunch
1. Purpose
a. To maintain the continuity of interpersonal relations that have been built up during
the morning.

b. To provide opportunity for participants to get to know more about each other :nd their
respective programs.

2, Setting
Ideally food should be brought in for privacy.
b Furniture should be arranged so that participants can collect informally in groups of two
to six people.
c. The training room or a private room nearby are suggested as possible places.
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S | Introduction and Explanation c:f
‘S!e{sisicl)n 2C: - F‘art:c:pant Presentat:o

2 :;GDALS/DBJECT IVES: Each participant will attain an increased awareness and understanding of the elements and
. issues associated with selected aspects of effective alcoholism program admmlstratmn by help-
ing to select and prepare a topic for presentation.

_ TIMEREQUIRED: 15 minutes
" EQUIPMENT:

: - MAT.E?RIAI‘_S: Reference 1, Detailed Rationale for Participant Presentations
+ (Handouts and Reference 2, Participant Presentations Signup Sheet
- references are found o e, S
. In Participant Handout 1, Participant Preserg;atmnsEeTaplss and Objectives
Workbook) Handout 2a-2F, Resource Materials
' *Be sure presentation dates are added to handout 1.
'PRIMARY METHODS:
MEETING

ARRANGEMENTS: No specific arrangement required




SeSsian 2C:

- Time Séq'uéﬁcs of Activities Materials

15 min, A. Introduction
Describe purpose of presentation activity. For - A. Reference 1, Detailed
details, see opposite and reference 1. Rationale for Partici-
’ e pant Presentations

B. Discussion of participant presentations—topics
and objectives
1. Distribute handout 1, B1. Handout 1, Participant
Presentations—Topics
and Objectives
2. Explain the nature of each topic and how it
fits into the total program.




) Introduction and Explanation of Participant Presentations

_ Points for Discussion

A.

Introduction

Among the training program participants, there is a wealth of knowledge and experience about all
the various aspects of alcoholism program administration.

The participant presentations are a way for each person to share information and ideas of special
interest to him with the other participants. '

The presentations also provide an opportunity to practice group-process and planning-process

- skills that are presented in the training sessions. In addition, the presentations are an integral part

of the program and are essential to the achievement of the goals of the course.
Discussion of participant presentations

1. There are no discussion points for this section.

2a. Use of volunteers is self-explanatory. This presentation coincides with the sessions on per-
sonnel issues. Properly selected, trained, and assigned volunteers can contribute immeasurably
to the quality and variety of services. Some of the critical issues to be examined are the
advantages and disadvantages of volunteers, the reasons why people do volunteer work,
what qualifications should be specified, where to get volunteers, and what are appropriate
volunteer activities. .

b. Appraisal interviews are also related to personnel issues. Unlike the other topics, this one has
a specified presentation method. The three types of interviews are to be demonstrated by
role playing. The group that presents this topic should receive specific instruction on method
when they come to you for the resource package. (See the note at the end of this session
outline.) :

¢. ldeas for followup programs are included because this component of care is required of all
alcohol service units by the accreditation standards. Reasons for followup (or aftercare as it
is officially known), and techniques, as well as the resources required to support the effort,
are appropriate issues to cover. : :

d. Membership in associations, both national and State, is one way to reduce the isolation felt
by many halfway-house directors. Associations offer other benefits, and these should be
discussed, along with ways to start an association. For this topic, it may be helpful for
people who want to start an association to tearn up with those that have had some experi-
ence doing it (for groups of halfway-house administrators). _

e. Thesubject of the first presentation, Philosophy of Funding, is self evident. It is based on an
article by H. Leonard Boche, a pioneer and leader in the halfway-house movement. This
presentation introduced the session on funding and is included to stimulate some examina-
tion of the assumptions underlying funding patterns (for groups of halfway-house
administrators),

f.  Other topics of interest may be added. Handouts and references should be modified when
additional subjects are included to accommodate the concerns of managers other than
halfway-house administrators,
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Session 2C:

Materials

Time Sequence of Activities

a0

C.

o

Explanation of the objectives and presentation
(See handout 1 for listing of otjectives for each

topic.) N

Tell group members to notify the program leader
at least the day before if their presentations will
exceed the allotted time, so that schedule adjust-
ments can be made. One criterion for appraisal is
completion of the presentation within the allotted
time.

Information about resource materials

1.  Contents include guidelines for presentations,
appraisal forms, and resource material for
each topic.

2. After topic groups are formed, a set of
resource materials may be obtained from the
program leader for use by the group. Include

. additional topics only if necessary and when
pertinent resource materials are readily
available.

3. AAnnaurjce location of other resources if they
are available; for example:
a. Clerjcal support
b. Library
¢. Resource people
d. A/V equipment
e, Graphics assistance

Summary and conclusion

1. Have participants write names for topic they
selected on signup sheet.

2. See that one member of each topic group
receives the proper set of resource materials.

3.  Suggest that each group get together and
decide when they will. meet to plan their
presentation,

i
—

Dz.

Handout 2, Resource '

" material

Reference 2, Partici-

pant Presentation Sign-
up Sheet



'_lm‘rc:duction and Explanation of Participant Presentations

- Points for Discussion

. C. Explanation of the objectives and presentation

The objectives will guide the design of y our presentation. These are the minimum behaviors that
participants should be able to perform at the end of your presentation. One measure of the
effectiveness of your presentation will be the degree to which participants are able to perform
successfully. o
If you think an objective is inappropriate for any reasoh and can defend a revised objective to the
satisfaction of the program leader, the objective can be changed.
Choose any method that is appropriate to the topic and the objectives and compatible to the
style of the presenter, including panel discussion; role playing; participant survey to elicit opin-
ions, ideas, or other data (volunteer and followup programs are two topics that lend themselves
to this approach); and group discussion,

- The time of day suggested for each presentation appears in the program schedule. The length of
€ach presentation will vary with the method.

D. Information about resource materials

2. Special instructions for the appraisal interviews topic are as follows:

D Strongly suggest that this group plan their presentation in such a way that the participants
know the names and characteristics of each type before the demonstration. They would
then be asked to watch a demonstration of the three types given in scrambled order and to
identify each according to the information they had. After all three demonstrations, partici-
pants would be asked to announce their answers and discuss the reasons for their choices.

E. Summary and conclusion
There are no discussion points for this section.
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Session 2D:

Group Process

" TIME REQUIRED:
* EQUIPMENT:
 MATERIALS:
o ?(Hané:.lguts and
- references are found
- in Participant
- Workbook, except
" references 1 and 2 in
- appendix of Trainer
CManual) -
PRIMARY METHODS:

- MEETING
~ ARRANGEMENTS:

© ' GOALS/OBJECTIVES:
3% hours

See morning session (2B).

LRI Booklet — Group Effectiveness (resource material)
Handout 1, Obstructive Behaviors

Handout 2, Group Process Observation Guide

Handout 3, Prisoners’ Dilemma Tally Sheet

Reference 1, Prisoners’ Dilemma

Reference 2, On-the-Job Implications of Prisoners’ Dilemma

Large group discussion, small group exercise

Drawing 4, Workshop setup for two groups of eight people each; tables should be in adjoining
rooms or in a large enough room so that participants cannot hear each other.




Session 2D:

Time  Sequence of Activities Materials

5 min, A. Introduction—effective group work
‘ Describe purpose of session.

45 min. B. Task and maintenance functions
1a. Lead discussion on group effectiveness, Bia. LRI Booklet—Group
using points opposite. Effectiveness

b. Discuss task and maintenance functions.

¢, Inaddition to the six task functions
) listed on p. 9 of the LRI booklet, there
is one other that may be added, that of
recorder. '

. A d. Distribute and discuss Obstructive B1d. Handuut 1, Obstruc-
Behaviors, handout 1. tive Behaviors
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L Group Process
Points for Discussion

A, Introduction—effective group work

The morm ing sesslon facused on such topics as the characterlstics of groups, when group work is
Indicated, ind the benefits of work groups,

This sesslon will be devoted to adiscusslon of functions that help and actions that hinder group
work and to a demonstration of what can happen within a group and between groups when the
necessary functions are not performed,

B, Task and maintenance functions

1a. Thenced fora balante among the levels described In the booklet should be malntained for a
groupta be effective. In other words, satisfaction of Individual needs should be recognized
and attended to, but not to the exclusion of performance of the group task. If the mainte-
nance level Is pot attended to, both Individual needs and task performance will suffer. The
task and maintenance functlons that help group members work together and complete thelr
task are described onp, 9 and are discussed below,

The group task is usually related to the fulfiliment of organizational goals and objectlves,
There must be common un derstanding of these goals and objectivesif conflict Is to be re-
duced and if the task outcome Is to be consistent with the ofganizational goals.

b. Taskandmaintenancefuncions are the responsibility of all mernbersofa group. Similarly, all -
members must feel responsible for the way the group acts if it Is to be effective. Functions
may rotate among members, or some members may feel most comfortable performing
selected functions. If there is a nominal leader, that person should encourage all members to
improve thelr skillsin perferming these functions. )

Frequently, a task and a maintenance function are fulfilled by one act, as when a clarifying
statement or questiorhelps members to explore differences, or when a member is encouraged
to contribute by others seeking hls opinion.

¢. ThisroleIs especlally useful when a group is exploring issues or brainstorming ideas, An
effective recorder makes as complete a record as possible, noting every contribution. This
record shows the development of ideas and insures that a critical idea does not get lost. The
recorder may write ona flipchart where all can see or may make notes which can be read
aloud to the group at appropriate intervals, This function should be rotated, as the recorder
generally cannot record and participate simultaneously.

d. Appearince of any one of the behaviors described on this list indicates that an individual
need has priority over performance of the group task and maintenance of group relation-
ships. Some of the reasons for this behavior are suggested in the handout. The reason may or
may not be apparent to the individual or the other members of the group. This aspect of
group interaction and how to deal with it will be discussed more thoroughly in the session
on Director and Borard Relationships.
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Session 2D:

Time  Sequence of Activities Materials
C. Group process observation
1. Distribute copy of handout 2, Group' C1. Handout2, Group
Process Observation Gulde, to each Process Observation
participant and explain uses, (Sec Gulde

apposite.)

2. Describe the parts of the guide.

3. The guide will be used throughout the
program whenever groups are worklng.

4. The observer role will rotate among
group members so that everyone has a
chance to practice,

5.  Small group membership will be assigned,
and the same people will work together
whenever group work is called for.

60 min. D. Group exercise: Prisoners’ Dilemma

1. Introduce this activity as an exercise to
demonstrate the importance of group
functions as well as some of the elements
necessary for group effectiveness. It is
based on an old ruse. Two prisoners sus-
pected of working together are separated.
The questioner tells each that the other has
confessed and that if they both confess they
will get off more easily. The dilemma: What
should they do?

2. Divide group into two teams with no more
than eight members per team. Designate one
team Red, the other Blue.
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) Group Process
Points for Discussion

C.  Group process observation

1. Theguide Is designed to help a group observer record the helping and hindering behaviors
described In previous handouts,

Use of the Observation Guide gives the observer practice In identifying behaviors.

The observer’s report to the group tells them where they are performing well and where
they need to improve.

2. Theguide has three parts, Parts 1 ar 12 arc used while the group is working to record what
behaviors occur and how often. At the en- of the observation, the observer checks the
characteristics of an effective group, part 3, and reports his findings to the other members,
Space [s left at the bottom of the page to record comments which illustrate the reasons for
the observer's rating.

It is expected that the higher the frequency of part 1 behaviors aver part 2 behaviors, the
more effective the group will be.

) 5. Groups should date and time each Observation Guide and review them toward the end of
the program to see what progress has been made toward developing an effective group.

D. Group exercise: Prisoners’ Dilemma
The purpose of this exercise is for participants to experience a situation in which cooperation
(not competition) pays off. Do not explain this outcome unless it is necessary to do so when the
exercise is over and participants do not draw proper conclusions. (Be sure you understand the
exercise well—especially references 1 and 2—before running this session.)

57

@
o],
\_’Ii




Session 2D:

Time  Sequence of Activities

Materials

3i

9,

Groups should be out of hearing if not out of
sight of each other, with a place between them
for team representatives to meet, Teams do not
communicate with each other except through
representatives as instructed by the trainer,
(See reference 1 and study very thoroughly.)
Distribute Prisoners’ Dilemma Tally Sheets,
handout 3, and explain the rules, opposite.

Instruct each team to choose one person to
complete the Group Process Observation
Guide during the exercise. This person will
observe and record only. He will not
participate.

Begin round 1 and continue according to
schedule. (See reference 1.)

At the end of round 10, announce the point
total for each team and then calculate the
sum of the two scores,

If participants did not recognize before the
end of the game that cooperation is necessary
for winning, make sure that it is clearly
understood by all.

Ask observers to share their findings with
their team members.

15 min, Coffee breax
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Reference 1, Prisoners’
Dilemma

Handout 3, Prisoners’
Ditemma Tally Sheet



) | Group Process

Points for Discussion

D4. Announce to participants: “There will be rounds of choice. In each round, Red chooses A
or B, and Blue chooses X or Y.”
® If Red chooses A and Blue chooses X, each team wins 3 points.
® [f thechoice is AY, Red loses 6, Blue wins 6.
If the choice is BX, Red wins 6, Blue loses 6,
If the choice is BY, both teams lose 3 points.
The schedule shows how much time is all otted for each choice, and when representatives
from the teams may meet to confer before choices are made.

Do not write down choices until instructed to do so.

Trainer will announce team choices to both sides and confirm scores.
In round 4, scores are doubled to +6 and +12.

In rounds 9 and 10, scores are squared to +9 and +36.

6. The o'biect of the exercise is for ’parrticipaints to recognize that the only way either team can
consistently score points is for both teams to cooperate and choose the AX combination,
7. The maximum positive score is 126, which can be achieved only if AX is chosen each time.

8. In other words, in this game, both teams win or ndbgdy wins.




Session 2D:

Time  Sequence of Activities Materials

60 min, E. Discussion of exercise

1. Start the discussion with the question: At
the beginning, based on the rules and the
scoring, what did you think was the object
of the game?

2. How did this idea affect your expectation of
how the other team would make its cholces?

3. How did this competitive feeling affect the
advice your team gave its representative for
handling the negotiations in rounds 4, 9, and
10?7
4. Where would you rank the level of trust
between the teams, say on a scale of 0 to 10?
5. Recalling the report of the group observer,
what effect do you think this atmosphere
of competition and mistrust had on the
group process?
6. When did the first awareness of the possible
real objective of the exercise emerge? How
was It received within teams? Was it discussed
in negotiation sessions by team representatives?
7. What implications or lessons are taught by E7. Reference 2,0On-the-Job
this exercise? Implications of
Prisoners’ Dilemma
8. Invite participants to make other comments
about the exercise,
15 min. F. Summary
1. Review and summarize major points of the
day’s sessions by eliciting the information
specified opposite.

K=
Q‘
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) Group Process

Points for Discussion

. Discussion of exercise
Possible answers to discussion questions:

1. The usual assumption is that the point of the game Is to score as many polints as possible—a
competitive situation.

2, The other team would probably try to choose in a way to win the most points for them-
selves and the least for the other team.

3. Teams will probably describe their various strategies for outwitting the other side.

4. Rankings will probably be on the low side,

5. Pressure for quick payoff decisions is probably conducive to domination leadership, little
attention to orderly procedures and maintenance functions, and little attempt to discover
and clarify confusion and to examine alternatives.

’ 6. In the AX choice, both sides would gain. The payoff for other choices is larger, or the
damage to the other side is greater. ' : '

7. Seereference 2 for possible examples of competition versus collaboration, trust, selecting
objectives, and strategies,

Summary
1. What are three conditions which warrant group work?
® Information needs to be conveyed to a number of people.
® [Issues are too sensitive or complicated to be adequately conveyed in written form.
@ An opportunity is needed for members to seek clarification.
(See handout 4, session 2B, for additional points.)
What are three benefits of effective group work?
® Improvement of morale of individuals and productivity of an organization.
® Better solutions to problems and better plans for future action.
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Session 2D:

Time Sequence of Actlvities Materlals

F. (continued)

2. If time remains, continue discussion based on
participant interest.

Assignment

Read “Understanding the Management Function” in
Leadership Resources Management Library and Group
Effectiveness booklet (optional).
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@ Group Process

Points for Discussion

F.

.See handout 1, Group Effectiveness booklet, p. 9, for additional points,)

(continued)

What are some of the task functions performed by a functioning group? (Ask for at least three,)
® Initiating, Proposing tasks or goals, defining a group problem, suggesting a procedure or
Ideas for solving a prablem.
® Information or opinion seeking, Requesting facts, seeking relevant Information about a
group concern, asking for suggestions or ideas.
® Summarizing. Pulling together related ideas, restating suggestions after group has dis-
cussed them, offering a decision or conclusion for the group to accept or reject,
(See Group Effectiveness booklet, p. 9, for additional points.)
What are some of the maintenance functions? (Ask for at least three.)
® Encouraging: Being friendly, warm and responsive te others and to their contributions,
showing regard for others by giving them an opportunity for contribution.
® Harmonizing: Attempting to reconcile disagreements, reducing tension by “pouring oll on
troubled waters,” getting people to explore their differences.
® Setting standards: Expressing standards for the group to achieve, applying standards in
evaluating group functioning and production,
What are three obstructive activities which may hinder good group functioning?
® Blocking. Shutting off idcas or the expression of feelings because of personal grudges or
lack of respect for the competence of others.
® Recognition-seeking. Concern with status in the group, desire to make a goad impression.
® Dominating. Controlling the group, talking incessantly, inhibiting the group by stifling a
free exchange of ideas.
(See handout 1 of this session for additional points.)
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Session 3:

Management and Change

GOALS/OBJECTIVES:

TIME REQUIRED:
EQUIPMENT:

MATERIALS:
(Handouts and
references are found

In Partlcipant
Warkbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Each partlclpamr will attain increased understanding of the relattonships among program
administration, the concept of management, and planning,

Gliven a list of the 12 management functions and a list representing the activities of a program
manager, each participant will be able to match functions with activitles.

Given a list of the 12 management functions, each participant will be able to check off three
out of four functions that correspond dircctly to steps In the planning process.

2Y% hours

Flipchart paper, tacks or masking tape, felt pens (one set for each small group)

Handout 1, Group Process Observation Guide (from session 2D). Duplicate two copies for
each small group,

Handout 2, Twelve Functions of Managing

Handout 3, Planning Process, Management Functions, Session Topics

Small group work, large group discussion

Drawing 1, Round table setup in one room, drawing 4, Workshop setup in a larger, adjacent
room. Tables and chairs are arranged in three groups, with four to six chairs in each group,
depending upon the number of participants. A flipchart and felt pens are placed near cach
small group,



Session 3:

Time  Sequence of Activities

Materials

A. Introduction

1. Review purpose of session as stated in objec-
tives, set in context of previous session.

30 min.

2.  Ask for any gquestions or comments about A2,

the reading assignment.

3,  Give directions for first small group task.
a. Participants will work in assigned groups.
b. One person in each group will be selected
to be process observer for his group.
¢. Each group will list on its flipchart as
many things as possible that an alco-
holism program manager does or might
do—mundane or otherwise—in the
course of a day on the job.
d. Time allotted for this task: 10 minutes.
4.  As participants are getting settled around
small tables, distribute one copy of Group
Process Observation Guide to each group.

A4.

5. Clarify directions as needed. Start timing
when groups begin listing activities on flip-
charts. (As a group uses more than ane
page of flipchart paper, tape used sheets on
the wall with masking tape so that all items
are visible to group members.)

mi

10 min. Groups work on task

First task debriefing

1. Ask one group member to read the list of
activities his group has made.

2. Other participants listen and check off
similar items on their group’s list.

35 min,

66

65

A3c.

Leadership Resources
Management Library:
“Understanding the
Management Func-
tion,” by David S.
Brown

Flipcharts, felt pens

Handout 1, Group
Process Observation
Guide (from session
2D)



I s

Points for Discussion

A. Introduction
1. This session will focus on management functions in general and as they are reflected in the
activities of an alcoholism program manager. There is no one way to describe the manage-
ment role. The idea is to find one way an¢’ 'gree to use it. The management functions listed
in tha req 'ng assignment will serve as a common basis for the purposes of this program,

The sma’"  oup activities of this session will provide an opportunity to practice the skills of
group participacion and observation that were introduced in previous sessions,

B. Groups work on task

fhere are no discussion points for this section,
C. First task debriefing

There are no discussion points for this section.
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Session 3:

Time Sequence of Activities Materials

C. (continued)

3. Asecond group member will read any
items on his group’s list that were not
mentioned by the first group. These
items are checked or added by the other
two groups.

4, The third group reads any remaining unique
items.

5. Each process observer reports to his
group.

(Time is approximate; run longer as
necessary.)
15 min. Coffee break
' D. Directions for second small group task

1. Ask each group to choose a new process D1, Handout 1, Group Pro-
observer. Distribute a new observation cess Observation Guide
sheet to each group.

2. Distribute copies of ""Twelve Functions D2. Handout 2, Twelve
of Managing' to each participant. Functions of Managing

3.  Using the functions listed or the handout,
each group will classify the activities on its
activities list by placing the number of the
function next to all appropriate activities.
Space is allotted on the sheet 5o that
individuals may record the activities as they
are classified. To facilitate this task, you
might suggest that participants take one
function at a time, locate all activities on
their list that fit the function, and then go
on to the second function.




Management and Change

Points for Discussion

C. (continued)

D. Directions for second small group task

D 2. For a complete description of each function, refer participants to pp. 18-22 of the article
““Understanding the Management Function.”
Expressed in slightly different words from the description on p. 18 of the article, finction 2
means assessing a task or problem in terms of who has the authority and the responsibility
to handle it. For example, a conflict betwnen two residents generally can be handled by the
counselor. Difficulty between a resident and a counselor should probably be referred to the
director. In sorme cases, it may be that a particular issue is not even a legitimate concern of
the halfway house. Careful consideration of the frame of reference can inst' - that the direc-
tor and staff are spending their time and effqrt-on appropriate tasks,
To be sure this function is clearly understood, ask one of the participants to explain it in his
own words and to give an example. If the explanation is satisfactory, go on to the next step.
If not, explain the function and then ask a participant to give an example from his experience.
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Session 3:

Time Sequence of Activities Materials

30 min. E. Groups work on task
F. Secondtask debriefing g
1.  Askadifferent group to read the activities
they classified under the first management
function. Have the other two groups check
their classifications for similarities or
differences,
2. Help groups to reconcile differences, using
the definitions in the article as guides.’
3. Continue the process until all functions have
been applied.
4. Process observers report to groups.
G. Classificatiors analysis and discussion
1. Begin the anlaysis by asking the following
guestions one at a time, and by giving
groups gime to examine their flipcharts
and tabmlate answers,
a. What management function is used
most often?

b. Are there any management functions
that do not appear on the flipcharts?

. ¢. Are there activities that do not correspond
to a management function? How would
these activities be classified? Do they have
anything in common?

d. How much time is devoted to these
activities (classified and unclassified)?

2. Ask participants to speciilate on the implica
tions of the answers to these questions. If
points are rot forthcoming, ask questions to
focus think.ing. (See facing page for points
that shouwid be brought out.)

3. Close discussion by asking participants to
commen ton the exclusion of decisionmaking
from the list of management functions.
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_:f; Gr’ciu;:s work on task — There are no discussion points for this section.
F.. Second task debriefing
i There are no discussion points for this section.

G. Classification anaiysis and discussion

@12 The management function that generally appears most often is “‘coordinating and informing.”
. - "Arranging for financing,” “‘organizing,” and “obtaining and developing personnel’’ also
appear with some frequency. :

b. Developing purposes and objectives, planning, evaluating, and so on usually are used once or
not at all.

c. Many of the activities listed are operational or programmatic (e.g., counseling, arranging
transportation, going to the bank) or intended to respond to a crisis.

d. The amount of time a manager sperids in these activities will vary depending upon the size

of the organization and the number of other staff members.
2. The question is not, What showld a manager do? but rather, How does he want to spend
time? If the management role is a legitimate one and if the director is not doing the func-
- tions, who is?

Participants may want to perform this analysis of their activities periodically to see if they
are controlling their jobs or being controlled by their jobs. Results may show a need to
examine use of staff and procedures.




Session 3:

Time Sequence of Activities Materials

12

Summary

1. Distribute handout 3. Review the 12
functions and repeat the major points
brought out in the discussion.

2. Point out those management functions that
are also steps in the planning process that
will be the topic for the afternoon session,

3. Point out where other management functions

wiil be addressed in subsequent program
sessions,

H1.

Handout 3, Planning
Process, Management
Functions, Session
Topics



Management and Change

H ‘Summary

Some of the management functions, although not used exclusivelyv in planning, correspend
directly to steps in the planning process that are used in this cousse:

(1)  Developing purposes and objectives *

(3) Forecasting and planning
(10)  Testing and evaluating 7 7
(12)  Ensuring proper external relationships (involving others, agreeing on responsibility

for action, approval) .

The second function, “setting frames of reference,”’ is part of the first planning stegz, "agree-
ing on goals.”

\N\

3. Other management functions are of particular imgic:rtance in areas covered by specific pro-
gram sessions:
(4)  Arranging for financing—funding issues
o (5)  Organizing—budget preparation
. (G} Obtaining and developing personnel—personnel issues
o (7)  Coordinating and informing—information and decisionmaking
(8)  Guiding and leading—personnel issues
(9 Surveying perfomance;auditiﬂgacgst‘acgounting and recordkeeping
(11 Adjusting and integrating—information and decisionmaking
Each of these functions is also required in one or more phases of the planning process:
preparation, implementation, and evaluation,
Regarding the session topics not included above:
Group process deals with theory an:! skills necessary to work with other people for effec-
tive program planning, management, and operation.
Director and Board Relationship covers the unique aspects of board membership, organi-
zation, and working relationships that can enhance the director's performance and that
require all his planning and management skifis to be achieved.
The Planning Project provides an opportunity for each participant to apply the content of
the various sessions to an area of immediate concern in the program he directs.

)
)
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Session 4:

The Planning Process

TIME REQUIRED:
EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

FRIMARY METHODS:
MEETING

identify aspecific problem or a need for change; to develop a plan; and to achieve some degree

of improvement in the area selected.

They will be able to:

1. Write a program objective that is specific, measurable, and time-phased.

2. Write a program objective that is not measurable in quantative terms.

3. List the three phases in the planning process.

3 hours

Flipchart paper, tripod or masking tape, felt pens, overhead projector, screen.
Flipchart T, Questions for A3 (to be prepared ahead of time)

Reference 1, The planning Pracess

. Handout 1, The Planning Process
~ Handout 2, Writing Snecific Prograrn Objectives

Handout 3, Planning Worksheets: a. Labels, * b. Blank, c. Answer Key
Handout 4, LRI Booklet — Planning for Change {resource materiaf)

Lecture, discussion, programed instruction, self-testing exercise

Drawing 2, Classroom setup

*Handout 31 should be reproduced on sheets of gummed labels manufactured by Xerox
Corporation. If this is not possible, allow extra time and have participants write answers in
correct order on handout 3b,

b I
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Session 4:

Time  Sequence of Activities Materials

15 min. A, lntmductmn

1. Refer to the prevmus session topic, Manage-
ment and Change. Ask for any questions or
comments. Ask participants to recall the
management functions that are also steps
in the planning process,

2. This session focuses on the planning process
as a personal and administrative tool, with
particular emphasis on writing specific
objectives,

3. Askeach participant to jot down brief A3,
answers to the following questions.

(Write questions on flipchart paper ahead

of time.)

a. How do you go about planning now?
(What steps do you use?)

b. How do your plans work out? (Are
- you satisfied with your process?)

c. What part of planning do you find most
difficult?

4, After 2 or 3 minutes, instruct participants
to put these notes away for quick reference
later in the session.

5.  Briefly introduce the three phases of the AS. Reference 1, The Plan-
planning process, using reference 1 on a ning Process
flipchart.

The introductory remarks are brief, as most
of the points are made in the reading
assignment that is announced at the end

of the session, Only a few points are made
so that session time can be spent on
exercises and discussion,

Flipchart 1, Questions

W
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The Planning Process

- Points for Discussion

A. Introduction
1. The management functions are the following: developing purposes and objectives; fore-
casting and planning; testing and evaluating; ensuring proper external relationships.

5. ® There is no way to describe planning and no one set number of steps in the process. The
- process introduced here was selected because it contains all the essential ingredients. This
"model is offered as a standard for comparing your own planning process, and it will be
be used during the program to facilitate communication.

. ® The planning process has three phases: preparation, implementation, and evaluation. If
the preparation phase is done carefully, implementation and evaluation are more effective,
and the plan is more likely to achieve its DbjEEEIVES

® The preparation phase is what people think of when they hear the word planning—
_ gathering information, setting objectives, laying out tasks, and making schedules,
¢ However, no plan is complete until it has been implemented and evaluated.
e Flanmng is done for different purposes, over short or long time spans, involving few or
_many people.
@ Regardless of the complexity, however, the same process is involved.

® Emphasis in this session will be on the preparation phase because it is basic to good
planning. Within the limits of this program, you will be able to complete only that
phase. Implementation and evaluation must take place when you return to your jobs.
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Session 4:

Time  Sequence of Activities Materials

30 min. B. The preparation phase »
1. Distribute handout 1, The Planning B1. Handout 1, The Plan-
Process. ningFmgess
,,,,,, 2. Review each step briefly. Invite comments
“7™  and questions from participants as you go
along.

diagram suggests. Each one modifies and is
modified by the others. Information
collected during and after implementation
will improve a second implementation of
this plan or preparation of a new plan.
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The Planning Process

E The preparation phase

oo

3

The questions under each step are d:sngned to guide execution of that step. Planning activity
should focus on answering these questions.

A full des:;nptlon of each step appears in "Planmng for Achieving Goals"” in Leader.ship

.Resources Management Library, which will be assigned reading. For this session, partici-

pants will see the steps and questions as you discuss the importance of each step.

Agreeing on goals: The goals of the alcoholism program are expressed in the charter, grant
application, State plan, or other basic planning documents. Is the program as it currently
operates consistent with those goals? Depending on the age of the program and board and
director turnover, periodic review might be indicated. Assuming that the goals are clearly
understood and accepted, new plans should be consistent with the organization goals,

The management funiction, “setting frames of reference,’”” comes into play here. The man-
ager should ask, “'Is there a matter of legitimate concern to our program?”’ If so, At what
level is it best handled (board, director, staff, clients)?”

Forecasting: This step has two parts. The first is gathering information about the current
situation, finding answers to the first four questions. The second part is trying to look ahead
and see what to prepare for. The, better the information-gathering and forecasting, the better
the plan.

Involving others: If this step is delayed until the implementation phase, it may be difficult
to get commitment, which is especially important for difficult tasks

Diagnosing needs and setting objectives: In business management literature, the specific

outcomes of a particular plan are sometimes called goals. Tc distinguish these from the
broad, less precise organization goals, we will call them objectives. The more precise the
objectives, the easier it is to measure the extent to which outcomes are achieved—in other
words, to evaluate, Avoid the trap of talking about solutions until you have clearly identi-
fied the problem (dlagnnsed needs)—and have determined what outcome you want to
achieve,

Choosing alternatives: If sufficient time and effort have beer spent on the precedmg steps,
chances are better that a wider range of ideas will be available Tor consideration at this
point. More information will be available; more people will have been consulted; and results
will be more clearly described. List as many possibilities as you can before CDﬂSidEi‘lng any
in terms of the constraints that exist (limited time lack of money). If an idea is really good,
you will look for a way.to make it work.

Agreeing upon responsibility for action: This step is espacially important when outside
agencies are involved. Agreements should be written down and approved by both agencies
to avoid misunderstanding and to provide continuity in the event of personnel changes.

Preparmg th: plan Prepanng the plan refers m:t to wrltmg duwn the plan (whn:h may be

guldelmes far Implementatmn. The guldelmes shauld m::lude what tasks should be com-
pleted by what times; who is responsible for each task; what resources are needed and when
(clerical help, transportation, special equipment); criteria for judging acceptability of out-
comes and the budget. Also included are directions for when and how to collect evaluation
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Session 4:

Time Sequehce of Activities

Materials —-

B.  (continued)

45 min. C. Specifying objectives

1. Because objective writing is critical to good
planning and because it is a skill that is
unfamiliar to many people, this exercise
is included to give intensive instruction
and practice.

2. Distribute the programed units and ask if
anyone is familiar with programed instruc-
tion. If one of the participants can
explain how it is used, permit him to do
so. Otherwise, give a brief explanation.

15 min. Coffee break
30 min. D. Writing “‘nonquantitative’’ objectives
1. Discuss the limitations of specific objec-
tives, and raise some of the guestions that
shouid be asked about objectives.

80

C2. Handout 2, Writing
Specific Program
Objectives



B2. (continued)
- information. During implementation, these guidelines become a standard for measuring
progress. The manager uses these guidelines to audit performance (Are things going accord-
- ing to plan?) and to make adjustments as indicated.
.- Plan approval: Pians that involve large expenditures of money and/or outside agencies usually
~ will.require board approval. Plans that involve operating procedures generally need only the
. sanction of the director.
~ One final point: Itis apparent that each step affects and is affected by every other step. Plans go
through numerous changes and revisions even into the implementation phase.

Specifying objectives

o instructions for group: All information and directions are included in the program, Turn to
p. 37. This page lists the objectives for the program. They specify what one will be able to
e to when he has completed the exercise.

. : Turn to the pretest in the handout. If you think you can write a specific, time-phased,
@ measurable objective now, take the pretest and then have the leader check your answers.

: If you perfer to omit the pretest, turn to p. 59, and read and follow the directions. Take all
the time you need, but work steadily. When you have completed the last page, check your
answers with the leader. :

An objective is acceptable if you can find answers to a/f of these questions:

® What will the result be? '

® How will it be measured? When?

See the second paragraph of Writing Specific Program Objectives for an example.
As participants finish and their objectives are satisfactory, send them for coffee.

D Writing “‘nonquantitative” objectives
' 1. Writing specific, measurable, time-phased objectives is important because it forces us to
- think clearly about what is is we want to do and because it makes evaluation easier. An
objective must pass other tests for acceptability. ’
® |s'it consistent with organization goals?
® |s it worthwhile? (Sometimes the discipline of writing specific, measurable objectives _
produces trivial objectives. The outcome should be worth the time and effort required to
achieve it.)
® Can it be done? »
® Do we have the resources to do it?
What are the implications of achieving the objective?
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Session 4:
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Time Sequence of Activities Materials
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D. (continued)
2... Introduce the idea of writing objectives
that are not measurable in quantitative
terms.

3. Onthe flipchart, write a sample objective D3. Flipchart paper and
you might have in purchasing gasoline. felt pen
Indicate the outcome, the measure, and :
the timeframe by the method used in the
programed exercise.
4, As participants name characteristics of
good gas station service, list them on the
flipchart. They should be as objective
and observable as possible.

5. Ask participants to turn to p. 69 of thx
programed exercise and look at item 10,
List on the flipchart the indicators they
could suggest to describe the gualities of
acceptatle employment.
Each suggestion should pass the test of
observability. If a participant suggests that
a person is “‘satisfied with his job,"” ask:
® How do you know someone is

satisfied?
® How does he act? What does he say?
30 min. E. Comparison of individual planning processes

with model planning process

1. - Ask participants to name the three phases E1. Flipchart paper and
on the model planning process. Write on felt pen
flipchart. (Leave space after the prepara-
tion phase to list steps.)

2. Ask them to name in sequence the steps
of the preparation phase.

3.  Ask participants to take out their answers
to the questions you asked at the beginning
of the session; then discuss them.
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“Paints for Discussion

D - (continued)

2.

We started writing objectives that can be measured in quantitative terms because they are
easier. Many times, however, important dimensions are ignored because they cannot be
corrected. For example, you have just moved to a new town and you are looking for a

place to buy gasoline on the route between your house and your job. You don’t care what
kind is sold as long as it costs no more than 60 cents per gallon,

So your objective is to find a station where you can purchase gasoline regularly on the route

to and from work, at no more than 60 cents per gallon. You find several stations that meet
your requirements, so you must now determine some basis for selecting among these.

Attendant comes within 2 minutes after you drive to pump. He addresses you courteously:
“Good morning, may | help you?” Smiles. He inserts and removes the nozzle without
spilling gas on your car. He gives you the amount you ask for, cleans the windshield, front
and back, and so on. ' .

These items or “indicators,” still objective measures, deal with quality rather than quantity.
They could be quantified if you specified that at least four of these features should be
present on each visit or that four particular features should be demonstrated 9 out of 10
times. ’

The list should include items similar to these:

® Pays a wage consistent with similar jobs in the community

® Maximum 1-hour bus ride to and from home

® Resident arrives on time and is not absent except for illness

# Resident says he would recommend that others seek employment there.

E.  Comparison of individual planning processes with model planning process

3.

How does their planning process differ from the suggested madel? ‘Are steps missing? How
might these missing steps affect the success of their plans? What parts of planning do the:
find most difficult? Does this session offer any help?

43
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Session 4:

Time  Sequence of Activities Materials

F. Assignnient v
1.  In Leadership Resources Management F1. Leadership Resources
Library, participants may read *'Planning Management Library .
for Achieving Goals" - »
2. Read Planning for Change and answer the F2. Handout 4, LRI book-
questions on p. 1. let, Planning for Change

10 min. | G. Summary exercise
1. . Handout and explain exercise. G1. Handouts 3a and 3b,
Planning worksheets,
labels, and blank

2. As participants finish the exercise, hand - G2. Handout 3c, Planning
them the answer key to check their work. worksheet, answer key |
3.  Answer questions as necessary. Participants '
leave as they finish.
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FHoints for Discussion

i Assignment
1. This article is a review and restatement of the planning process.

1. This article talks about the issues to be considered when planning outcomes require or will
induce change, e.g.: how people react to change; how to prepare people to accept change
more easily; predicting the chances of a change taking place. Pay particular attention to
the section on force field analysis.

G.  Summary exercise

1. This exercise is designed as a self-test on the sequence of steps in the preparation phase an:'
the qu: ‘ons that need to be answered at each step,

a. Part.. ipants put away all books and notes.

b. The sheet that has labels on it is divided into three columns. Column 1 lists the steps of
the preparation phase in scrambled order. Columns 2 and 3 have the related questions in
scrambled order.,

. Put the steps in order first. Then find one question in column 2 and one question in
column 3 that relate to each of the steps.
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Session 5:

Director and Board Relationships

GOALS/OBJECTIVES:

TIME REQUIRED:
EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant Werk-
book, except

, handouts d4a-4f in
Trainer Manual)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Each participant will attain an increased awareness and understanding of the elements and

issues associated with organizing and maintaining effective relationships thal have been

demonstrated to be successful in other halfway houses with the halfway-house board of

directors,

They will be able to

1. List at least three types z:sfpcaplg to include on the ideal board, and explain how these
people can be helpful,

2. Name two strategies for dealing witi' a troublesome board,

3 hours

Videotape equipment (optional, but strongly recommended)

microphone Portapack

2 cameras B VTR tapedeck
VTR tapedeck or monitor
monitor microphone
mixer

Handout 1, Director and Board Guidelir o5

Handout 2, Case Study: Pathway Residence

Handout 3, Board and Director Problem Sheet

Handouts 4a-4f, Instructions Fér Role Players

Handout 5, Guide for Rale Player Observers

Handout 6, Group Pracess Cbservation Guide

Handout 7, Hidden Agendas ]ﬁIfDFFﬁEEI’Gn Sheet

Group discussion, role playing

In one room drawing 1, Round table setup; in a second room, drawing 6, discussion setup for
six people, with sufficient chairs surrounding the circle for the remaining participants, Video

equipment placed so that each role player can be easily photographed, especially when talking.
Microphone should be placed to record all speakers audibly,



Session 5;

Time Sequence of Activities

Materials

30 min. A. Introduction
1. Review the purpose of the session.

2.  Distribute handout 1,

3. Discuss the items with contributions
from the group.

60 min. B. Role plaving exercise

(If video 2quipment is not available, carry-out

exercise as directed.)

1.  Explain that the next aclivity is a role-
playing exercise designed to dramatize
some of the difficulties that may arise on
an agency board. These background
rsaterials will set the stage.

Decide who will play each role beferehand
and put the appropriate instructions and
roie description (handout 4) in an envelope
bearing the participant's name. Choose
people you think will b2 least self-conscious
in a role playing situation.

2. Distribute handouts 2 and 3, Case Study:
Pathway Residence and Board and Director
Problem Sheet, and allow participants about
5 minutes to read. This case will need
revision for participants other than halfway-
house administrators.

3.  Anngunce that different participants will do
different things in the exercise. Distribute
role pléyer envelopes to selected participants

" and instruct those participants to retire to
room 2, to take a seat in the inner circle of
chairs, and to read their instructions.

28
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A2. Handout 1, Director
and Board Guidelines

B2. Handout 2, Case
Study: Pathway
Residence
Handout 3, Board/
Director Problem
Sheet

B3. Handouts 4a-4f, Instruc-
tions for Role Players



B_

Director and Board Relationships

Points for Discussion

A,

B.

Intioduction

1.

An active, cooperative board of directors can be an indisp2nsable resource to a program
manager. This session will focus on some of the elements of an effective board and some of
the things a director should consider in establishing and maintaining a sound working rela-
tionship with the board.

Under item 6 f the Director and Board Guidelines, you may wish to add these points:

@ Banker—Any bank oficer is helpful, but if you are planning to purchase property, it
may be especially useful to have a banker from the maortgage department,

® Legislator—This person can be particularly helpful in working out problems with public
agencies such as lic .sing &y, eaus.

Other agencies to ¢y v+ heard representation, depending upon the needs of the house,

are State, county, or iunicipal eimployment services, unions, churcies, educational institu-

tions, Salvation Army, police department. Do not hesita. ¢ to change the role play mix to

address the prablems you are facing.

Role playing exercise
There are no discussion points for this sectjor.
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Session 5:

Time Sequence of Activities Materials

B. [(contim "

4, G, rlyaout 5 to selected participants, B4. Handout 5, Guide for
Give wther participants the Group Process Role Player Observers
Observation Guide used in session 2D,

Answer questicrs,

5. All observers move to room 2 and sit in
chairs around inner circle.

6. Inform role players that the other partici-
pants are observers. Ask them to introduce
themselves as the characters they are playing,
and begin the meeting.

(Videotaping starts here. Use introductions

to check for placement of cameras and ;
microphones. Be sure cameras can focus with-
out obstruction on eacn role player as he or
she talks and that each voice records

audibly.)

7. After 15 minutes, terminate the role playing
whether the plan has been completed or not.

8.  Ask the group process observers to report their
observerations.

9. Askrole player observers to report their
observations.

10.  Ask role players to read their roles to the
group in the order they appear on the problem
~ sheet.
25 min. C. Hidden ::endas

1. Disisisute the Hidden Agendas Information C1. Handout 7, Hidden
Sheet, handout 7, and read the introduction Agendas Information
to the group. -Sheet

2. Lead adiscussion of the role play situation:
ask participants to draw on their observations
either of the group process or the role players
and on repot is by the role players of their
intentions and feelings. See questions opposite.
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) Director and Board Relationships

Moints for Discussion

B.. (continued)

C. Hidden agendas

2. Aim toward generalizations that answer these questions:
a. How do hidden agendas affect the group? How do they affect each member?
b. What are some indicators that hidden agendas are operating?
c. Is the recognition of hidden agendas necessary to understand what is going on in the
group?

9
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Session 5:

Time Sequence of Activities Materials
15 min, Coffee break

(During break, rewind tape and set up monitor n room 1

where all participants can see screen.)
45 min. i-. Videotape replay

1.  Play through the tape once cémpl&tely without
comment, first asking particigants to observe
and to note the following:

a. Examples of group process functions (task,
maintenance) and obstructing actions.

b. Examples of nonverbal behaviors that convey
feclings that role players have reported.

2. Play tape again, this time stopping tape on
signal from either you or participants to point
out examples of either category (a or b above).

E. Summary
1.  Summarize major points.
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B Director and Board Relationchipa

Points for Discussion

Coffee break

D. Videotape replay
If video equipment is not available, lead a discussjon by asking for the same examples as listed
opposite. Less time will be required if videotape is not used.

E. Summary
B 1. Touch briefly en seven points listed on Hidden Agendas Information Sheet.
' 2. Suggest that participants read remaining paragraphs at their leisure.
3. Cite general implications of this exercise for director and board relationships.
Huma: factors are as important as organizational ones in the functioning of a board. It is impor-
tant for a director 1o know sach of his board members. '
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Session 6 A:

Planning for Change

GOALS/OBJEC. *VES:

TIME REQUIRED:
EQUIPMENT:

MATERIALS:
(Handouts and
references are found
In Participant
Workbool)

PRIMARY METHODS:
MEETING

. ARRANGEMENTS:

Each participant will sufficiently refine and improve existing planning and analysis skills to
identify a specific problem or a need for change and to develop a plan for improvement in the
area selected.

Given the elements of an effective director and board relationship and a hypothetical situation,
participants working in srall groups will identify an area of possible Improvement and
develop a plan to effect a change, using the first five steps of the planning process.

12 hours

Handouts: The Planning Process (from session 4)
Pathway Residence (from session 5)
Board and Director Problem Sheet (from session 5)
(Pathway residence case study will need to be adapted for others besides halfway-
house administrators.)

Small group work on task assignments, large group presentation and discussion

Jriwing 4, Workshop setup; drawing 1, Round table setup
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Session 6 A:

Time Sequence of Activities Materials

5 min. A. Introduction
1. Place session in context of previous sessjons.

B. Group work on plans

1. Give directions for afternoon activities.

a. Participants will work in standing groups.

b. Set the scene: Assume that each group is a
team of consultants that has been invited
by the Pathway Residence board to
recommend changes in their way of
operating. The team observed the meeting
that took placé this morning and is meeting
now to identify the problem and formu-
late a plan,

¢. Handouts available to assist with their Blc. Handouts from sessions
deliberations are 4and 5
® The Planning Process
e Pathway Residence
e Board and Director Problem Sheet

2. Emphasize that the task is to formulate a
plan to improve the functioning of the
board, not to solve their funding problems.

3. Forty-five minutes is allotted for the task. |
At the end of that time, the group will
reconvene to hear the pians and discuss
them. Time allowed for presentation of
the plans is 5 minutes.




® Planning for Change

Points for Liscussion

A. Introduction
1. Session 4 was devoted to planning as it relates to management, to discussion of a model

planning process, and to practice in the critical task of writing specific objectives.
The reading assignment reemphasized some of the planning concepts and introduced some
of the issues that accompany change.
Session 5 focused specifically on the board of directors and factors that influence its effec-
tiveness. The role playing situation provided an opportunity to practice group observation
skills and at the same time presented a situation that could benefit from some planned
change.
This session will provide an opportunity to apply the planning process to a hypv i otical
situation, using your knowledge and skills about boards and groups to identify a problem
and to formulate some approaches to solutions.

B. Group work on plans

lc. The ?questi(:ns on The Planning Process handout will help to guide thinking. The case study
and the problem sheet plus the observation of the meeting will provide the necessary data.

2. Recommend that they take each planning step in order and answer as many questiors as
apply. Some steps and questions will require on'v brief consideration; others will require
considerable time.

Also remind participants of “force field analysis” described in “Planning for Change” in
the Leadership Resources Management Series. This technique helps to analyze a situation
and to identify possible alternatives (step 5 of the planning process).
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Session 6 A:

Sequence of Activities

Materials

Time

B. (continued)

(Stay close at hand to answer questions. You
may wish to sit in with each group to
observe how they apply the planning steps
and whether any task or maintenance
functions are present. You might use the
.Group Process Observation Sheet to guide
your observation, Confine your assistance
to clarification of the planning process and
force field analysis. Refer participants to
the documents for answers to questions
about the situation.)

4. Ten minutes before the time is up, announce
the time remaining and remind groups to
pick someone to present the plan,

30 min. C. Presentation of plans

1. Explain that each giv. J4p will be allotted 5
minutes for pres¢ntation and 5 minutes for
discussion.

(Reassure the partici, in®; that there are no
penalties for not conirieing tie tasx. The
main purpose of the acte 'ty was to provide
experience in planning a common task.)

2. Presentation should contain a brief descrip-
tion of the outcome of each step in the
planning process.

3. Discussion should focus on h:aw the process
was applied. Lead discussion by raising
questions such as t}ose opposite.
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Points for Discussion

Bi

C!

(continued)

Presentation of plans

i

Questions for discussion may include the follov:ng:

® |Is the recommended plan consistent with organization goals?

® Was all existing information considered?

® Have all affected people been involved?

@ Does the objective meet all criterja? !

® To what extent were alternatives considered? How many?

- ® If some alternative was selected, is it justified in terms of the criteria?

Geﬁeral!y, the more carefully the planning process has been observed, the better the outcome.

Also, there is no one right answer to this situation. Having three groups work on the same task
increases the likelihood that most common problems will be experienced and that the groups can
check each other on the thoroughness of their effort.
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Session 6A:

Time Sequence of Activities Materials

C. (continued)

4, Have subsequent presenters focus on differ—
ences,

(1s there a correlation between your
observation of group process and the quality
of the plan? If a group had trouble working
together and the outcome of their effort

is mediocre, you might say, e.g.: “l

noticed that there were only a few instances
of opinion seeking or clarifying in your
Jroup. What effect do you think that had
on accomplishing your task?”)

. Summary
' 1. Make a general statement about the relation-
+hip between faithful application of the
planning process and quality of cutcome.
2. Recall parts of planning that . articipants
said they had dlfﬁculty wuth (sessnan 4)

exercnse
15 min. Coffee break

&
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Planning for Change

" Points for Discussion

€. (continued)
Some <lifflcultles thatarelliely to arlsoln oeor more groups are the following:
® Indequaneinformation gasherlig andanalysis.
e Comsideration of solutions before the problem is identified and objectives are stated.
e Inwfficlent conslier ation of s Hernatives.

D, Sumemary
There are no discussion prointsfor this sec tlon.

Coffee break
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Session 6B: Planning for Chrange

GOALS/OBJECTIVES: Each particlpin twill sufflc ieratly p-flne and i prove exl stivg Mai g and asl yils skllis to
Identify a specifle problemyand 1o devel op 3 plin For lmproverat e the praablern ar <

selected,
TIME REQUIRED: 1% hours
EQUIPMENT:
MATERIALS: Handout 1, Haltway-House Assespwent Wor kheet and £ xplanatjon
(Handouts and Handout 2, Gui del ines For Tncdil <zl Pro-gram Projects

references are found
in Particlpant
Workbook)

Handout 3,5tudy Gulde forOpailzing che Enterpr iy

PRIMARY METHODS: Independent work

MEETING
ARRANGEMENTS: Drawing 2, clssoom setup
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Session 68

Time  Sequence of Activities Materials
10 min, A. Introduction

1. Plce session in the context of previous
sessions and describe the purpose.

2. Distribute handout 1 (or a revised sub- A2. Handout 1, Halfway:
stitute if the audience Is not exclusively House Assessment
halFway-house administratars), Worksheet and Ex-

planation (or substi-
tute; sce adaptations
for minicourse C in
section Il of manual).

3. Highlight the information contained in the

' explanation.
35 min. B. Work on Halfway-House Assessment Worksheet

1. Direct participants to complete the first
eight pages, up to “resident rights.”

2. Delay questions on scoring until partici-
pants are ready to do that step.
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Planning for Change

@

* Points for Discussion

A. Introduction

1.

During the preceding sessions, we have looked at the management role, the planning process,
small group process, and the organization and function of the board of directors, The
related knowledge and skills are applicable to all aspects of program operation.

The sessions following this will focus on specific areas: funding, budgeting, recordkeeping,
staff organization, and supervision.

The final activity of the tralning program will be the developrient and presentation of a
plan, by each participant, directed toward making some change In the halfway house he or
she directs.

In this session, we will present guldelines and Instructions to enable participants to assess the
degree to which their existing programs meet recommended standards. Each will identify
possible areas for change and will select one of those arcas as the focus of his plan.

Some, if not all, of the participants will have seen the accreditation standards by this time,
The items or elements Included in the worksheet are almost Identical to the accreditation
standards, but they are organized by toplc (recordkeeping, documentation, environment,
evaluation) rather than by component (management, emergency care, aftercare).

The Joint Commission on Accreditation of Hospltals was selected by NIAAA to handle
accreditation of alcohol treatment programs because it is the recognized accreditation agency
for all health service programs.

B. Work on Halfway-House Assessment Worksheet
There are no discussion points for this section.

L]
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Session 68B:

Time  Sequence of Activities Materials

15 min. C. Scoring

1. Stop participants even though they may
not have completed the elght pages.

2. Ask if anyone has started scoring. If so,
ask him to describe the process and to
mention any difficulties.

3. Direct participants to score one or two
completed categorles,

10 min. D. Directions for Individual program projects
1. Distribute "Guidelines fot Individual D1. Handout 2, Guidellnes
Program Projects.” for Individual Program
Projects
2. Discuss the guidelines and answer
questions,
10 min. E. Assignment
1. Distribute handout 3. E1. Handout 3, Study

Guide for Organizing
the Enterprise

2. Tell group to read Organizing the Enter-
prise and to complete the Study Guide
for the next session.

3. Ask them to complete the Halfway-House
Assessment Worksheet, handout 1; to select
one area as a target for an action plan; and
to submit the title to you with their names
at the next session,
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Planning for Change

Points for Discussion

C. Scoring
There are no discusslon points for this section,

D.  Dircctions for individual program projects
There are no discussion points for this section.

E. Assignment

' 2. Suggest that participants complete the eight pages of the worksheet If they have not already
done so before deciding on a planning project.
Emphasize selection of a change that is fairly simple to accomplish—perhaps within 6
months—and/or is a pressing problem in their programs.
Participants may develop a plan for a change other than one identified by the Assessment
Worksheet,
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Session 7:

Funding Sources

GOALS/OB)ECTIVES:

TIME REQUIRED:
EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

ERIC

Aruitoxt provided by Eic:

At the end of the session, participants will have an increased awareness and understanding of
the elements and issues asockated with selected aspects of effective alcoholism program
adminlstration.

They will be able 10;
1. ldentily at least one funding agency as i possible aew source of revenue for an alcoholism
program

2. ldentify o possible way of solving an existing problem with revenue sottrees currently
avallable,

1% hours

Flipchare |, Objectives (prepare belore session)

Handout 1, Participant Presentation Appraisat Sheet (in set of resource materials for sesslon
2C, handout 2)

Handout 2, Funding Sources

Handout 3, Funding Sources exhibits A-F

Handout 4, Foundations

Handout 5, Other Sources of Funding for Alcoholism Services

Large group discussion

Drawing 1, Round table setup
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Session 7!

Time  Sequence of Activities Materials

30 min. A, Participant presentation: Philosophy of funding
for halfway-house programs

1. Be sure that the objectives contalning the A1, Flipchart 1, Objectives
criteria for evaluation for the presentation
are written legibly on a flipchart. (From
handout 1 for session 2C.)
2. Have participants locate Particlpant A2. Handout 1, Participant
Presentation Appraisal sheet in session 2C. Presentation Appraisal
Sheet (from resource
materials for session
: . 2C)
3. Have participants in the funding group make
presentation, keeping within the allotted
time, including 5 minutes for evaluation,
Using the appraisal sheet as a guide, have
others record their appraisals on blank
picces of paper.
4. Allow those making presentations to read
appraisals completed by others.

60 min, B. Funding sources

1. Distribute Funding Sources and Exhibits B1. Handout 2, Funding
packet, handouts 2 and 3. Sources
Handout 3, Funding
Sources Exhibits

(o]

Go through the Funding Sources outline,

elaborating and discussing each point, with

special reference to the local situation,

3. Refer to items in the exhibit packet as
indicated.

4. Invite participants to comment if their con-

tributiors will assist other members of the

group. [iscourage personal anecdotes;

encouryge suggested sources of informa-

tion, s'rategies for preparing proposals or

makir g contacts, experienced estimates

o~ i ne required to prepare proposals, etc,
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Funding Sources

Points for Discussion

A. Participant presentation: Philosophy of funding for halfway-house programs

This is the first of the participant presentations introduced on day 2. Briefly introduce partici-
pants and explain the sequence of events. Objectives on flipchart should not be visible until the
end of the presentation, Participants can write the answers to these items on the back of the
appraisal sheet,

B. Funding sources _
This session depends primarily on information contained in specially developed handouts (as

designated) for discussion material.

11
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Session 7:

Time Sequence of Activities Materials

B. (continued)

5. Distribute Foundations, handout 4, B5, Handout 4, Founda-
and repeat procedure as indicated above In tlons
items 2, 3, and 4.

6. Distribute Other Sources of Funding for B6. Handout 5, Other
Alcoholism Services, handout 5, and Sources of Funding for
repeat procedure as Indicated above in items Alcoholism Services

2,3,and 4.
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y S Funding Sources

Points for Discussion

B. (continued)
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3 Selected Aspects of
Session 8: Financial Management

GOALS/OBJECTIVES: Participants will attaln an increased awateness dnd understanding of the elements and Issues
associated with selected aspects of effeclive alcohol progfam administration, including cost
saving procedures, budget preparation, and Fiscal and stalistical recordkeeping.

They will be able to list five new procedures to help redute program costs,

TIME REQUIRED: 1% houts

EQUIPMENT: Flipchart paper, felt pens, tripod, ot masking tape
MATERIALS: Reference 1, Cost-Saving Meisures
(Handouts and

references are found
In Partlcipant
Workbook)

PRIMARY METHODS: Lecture and discussion small group work

MEETING
ARRANGEMENTS: Drawing 1, Round table sctup, drawling 4, Workshop setup
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Sess:csn 8:

Time Sequencse of Activities Materials

5 min A.  Introduction
1. Ask participants to submit planning
project topics.
2. Link session to previous session on
funding sources.

3. Review topics to be covered.

@

Three flipcharts, one
for each group of
participants.

5 min. B. Cost-saving procedures

1. Expfain the process of brainstorming that
participants will use in the exercise.

2. Ask participants to enumerate methods
they have used to reduce costs (e.g., use of
volunteers, short- and Iung—term fundraising
ventures, dcnatluns of services and goods,
etc.). ,

3.  Divide participants into the three groups
used previously throughout the program and
have them select arecorder to wrlte sugges-
tions on flipchart.

40 miln, 4, Have participants proceed with exercise
10 min. Coffee break _
30 min. 5. Have participants put their suggestmns up in

the front of the room,
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Selected Aspects of Financial Management

Points for Discussion

~ A, [Introduction

In addition to finding alternate funding sources, there are numerous ways to operate ona
small budget without sacrificing the basic components of a program, Extensive use of some
cost-saving procedures and accounting methods will result in substantial savings and more
effective financial operation for many programs.

This morning, we will generate many ideas for either cutting program cost or generating
services to reduce the need for monetary outlays. You have all developed or used specific
measures to reduce operating costs. Through group work, we will try to enumerate these
measures and to share ideas others can use.

Next, we will examine two types of systems for determining the efficiency of your pro-
gram. One rzlates to how much it costs to provide services to one client over his specified
period of stay (per diem). The other deals with determining cost per unit of service (e.g.,
how much it costs you to provide counseling services). With this background, we will goon
to explore the recordkeeping requirements needed to institute these systems.

B. Cost-saving procedures

Brainstorming is one technique groups can use to (a) generate many ideas in a short amount
of time and (b) become task-oriented quickly.

In order to generate many varied ideas, participants should think of as many ideas as possible
and record them, suspending criticism until this phase of the process is completed. Once all
ideas are on the table (recorded), a process of selection is initiated to eliminate duplications
and unrealistic or unworkable ideas.
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Session &:

Time Sequence of Activities Materials

B. (continued)

6. Sclectthe mostcomprehensive list and have
the recorder explain exch item listed. Other
group members ay enlarge upon specific
#deas if neexded.

7. Afterrecorder has firslshed, other groups
explain iterns on their lists not noted by the
presenting group.

8. Afterall sugestions hive been discussed, list B8. Reference 1, Cost-
others which the grouip may not have saving measures
rmentioned .

9. Fave suggestions typed and distribute to
participantsat 2later session.

C. Summury
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) Sefected A spects of Finan cial Managernen t

Points for Discussion

" B. (continued) - -

C. Summary
Mention that this session will be continued,

l1g

- ne




- Session 9:

Selected Aspects of
Financial Management (cont’d)

- GOALS/OBJECTIVES:

TIME REQUIRED:
 EQUIPMENT:
. MATERIALS:
~(Handoutsand
*. references are found
. in Participant
Workbook)

rRiMARY METHODS:

- MEETING
- ARRANGEMENTS:

Participants will attain an increased awareness and understanding of the elements and issues

associated with selected aspects of effective program administration, including cost-saving

procedures, budget preparation, and fiscal and statistical record keeping.

They will be able to:

1. Determine cost per resident day and cost per unit of service, given financial data on a
hypothetical program

2. List three types of records which must be kept in order to determine the above costs,

134 hours

Handout 1, Commonly Used Financ:@l Management Terms

Handout 2, Cost Per Resident Day, iémputatian Case Study

Handout 3, Unit Cost Computation

Handout 4, Unit Cost Computation Case Study

Reference 1, Procedure for Calculating Allocated Administrative Cost and Unit Cost for a
Service :

Lecture, discussion

Drawing 1, Round table setup




Session 9:

T

Time Sequence of Activities Materials

5 min. A. Introduction )
1. Explain the constraints of the training
program and offer suggestions of sources
for financial management expertise.

N

‘Explain the meaning of financial
- management.

10 min. 3, Commonly used financial management terms A3. Handout 1, Commonly
a. Distribute handout 1, Commonly Used Used Financial Manage-
Financial Management Terms (definitions). ment Terms
b. Read each item separately and answer
questions which may arise.
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) Selected Aspects of Financial Managemer%t (c:ant’d)'

Points for Discussion

A. Introduction

1. Financial management is a subject many people spend years learning. We have only a short
timeand it would be impossible to address the needs of each person’s program, so we are going
to explore only two procedures that can help you determine the cost-effectiveness of your
program. We will provide you with data on how to compute these figures and on what
accounting methods and records are necessary to accomplish this. If you need more infor-

' mation, several resources are available,
Ways to acquire afinancial management system tailored to your needs include the following:
® Have an accountant or other person with financial management expertise on your board
of directors,
® Approach your major funding agent and ask for his help in setting up an adequate finan-
cial management system.
o Affiliate yourself with an organization that can supply these services.
® Attend training programs or schools that offer appropriate training.
® Seek volunteer technical assistance from the business administration department of a
nearby college or university.
The need for setting up an adequate system cannot be overstated. Third-party payers are
' going to assume a greater future role in providing funds for services rendered, so you need a
good financial management system to show them where the maney is being spent and how
effective it was in treating clients. .

2. Financial management is a process of comparing proposed expenditures over a specific time-
frame with the actual expenditures over the same timeframe. If one of these elements is
not in line with the other, corrective actions are necessary. This means reducing the cost for
a specific function or readjusting the estimated budger. Financial management is not just
making sure you don’t overspend allotted funds. It is an active process of analyzing and
adjusting expenditures.

Financial management includes three elements:

® The task to be accomplished.

® The time period over which the task will be accomplished.

® The workload or workdays necessary to accomplish the task.

These three elements provide a base for computing the dollars necessary to perform or
complete a function over a specified period of time (yearly, quarterly, monthly). If one or
all of the functions listed are not realistic or correctly estimated, the budget will be in-
accurate and possibly inadequate.
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Session 9:

Time Sequence of Activities

Materials

15 min. B.

124

Calculating cost per resident day

1.  Explain cast and the factors involved in
calculation. Also explain how this infor-
mation can be used.

2. Distribute a case study using this method of

calculation and explain why it is only an
approximation. Also explain how the per-day
figures were calculated and what the “100%”
means.

B2. Handout 2, Cost Per
Resident Day, Compu-
tation Case Study



- Selected Aspects of Financial Management (cont’d)

“Points for Discussion

B. Calculating cost per resident day (Inpatient care only)
' 1. The method offered here gives only a rough approximation; but for some agencies, this
method is sufficient. Essentially, this calculation entajls only the following:
® Determining the total amount of money (costs) spent by a program over a specified
period of time (monthly, yearly, quarterly).
® Dividing the above sum by the actual or estimated volume of individuals treated during
the same time period, where volunie = the number of individuals treated per unit in that
time period x the total number of units in the time period. For example, in computing a
daily rate or cost per resident day, the equation is:
Cost per resident day = $ spent over specified time period
number of number of days
residentseach x  involved in that
day time period
(365, 30,90)

Cost per resident day = costs

volume
When you have this figure, you can determine how much your residents should pay (if
o anything) and can seek supplementary funding sources to provide the rest. This also provides
.' data for you and the funding source to back up your need for more money. It can also
indicate that things are not working properly if the result varies much from previously
calculated per diem.

2, This case study uses the method just explained to calculate cost per resident day. As men-
tioned before, this is not the most accurate way to determine per diem cost for a number of
reasons:
® Not all administrative costs were used directly for resident services. Some money was

probably spent on other functions, such as community education. The question which
might be.raised is “Do | want to include all administrative costs in the cost per residert
day figure?” |f not, a more precise breakdown of direct, indirect, and administrative costs
is needed. ;

The figure was calculated on the basis that all beds are filled at all times, which is not the
case in many houses. To get a more accurate representation of the cost involved, this
figure (number of residents) should be based on the percentage of beds filled at any point
in time (the average number filled) or the actual number of residents during that period

of time. This will increase the per diem cost, but it presents a more accurate picture.
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Session 9:

Time  Sequence of Activities Materials

15 min. C. Calculating unit cost
1. Distribute handout 3, Unit Cost Computation, C1. Handout 3, Unit Cost
while explaining its relationship to the per Computation
diem cost just discussed. Lo

2. Direct participants’ attention to the report C2. Flipchart
form. Explain that the column items used are |
taken from a case study that will be handed
out shortly as a computation exercise.
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 Selected Aspects of Financial Management (cont'd)

- Points for Discussion

~ €. Calculating unit cost

1. The calculations just shown gave us a rough approximation of Cost per resident day or per
diem cost. The next method is more involved, but is a highly accurate way to calculate per
diem cost as well as any other function your program provides. The complexity of these
determinations will depend primarily on what information you, or the agency you report
to, find necessary. This calculation is called “unit cost computation” and shows how much
it costs to provide a specific service. '

2. Line 1-Direct Costs. Total cost for specific direct service rendered. The number of columns
can be enlarged to provide room for other services you offer and feel are important to deter-
mine. For the examples given, the counseling total includes salaries, employee benefits,
local travel, supplies, and other counseling expenses and room and board includes salaries,
employee benefits, food, laundry and linen, housekeeping supplies, and other room and

board expenses.
Line 2—Allocated Administrative Cost. Determined by multiplying overhead rate times the
direct cost for each service. This total should always equal the total administrative cost
when all are added together. . =
Line 3—Total Cost, Direct and Indirect. Indirect here is the same as the allécated administra-
tive cost. This line merely represents the sum of direct costs and allocated administrative
| cost. :

' a Line 4-Units. These are the criteria for determining program efficiency and effectiveness.

"~ These should be fairly consistent with program goals (to provide counseling, and so on) and
are usually measures used to evaluate programs and progress. Per diem cost (cost per resi-
dent day) or any other measures you may feel are relevant may be used. Theré should be a
relationship with areas listed across columns, Particular attention should be paid to the time-
frame used (day, month, week, session, year). All determinations should be made on the
basis of the timeframe set forth in handout 3 (top of p. 138), Period _____to —
Line 5~Unit Cost. This is the actual figure you want and is determined by dividing the total
direct and indirect cost by the units used in line 4. This figure can then be used as a com-
parison of cost effectiveness on a monthly, quarterly, or yearly basis, or other appropriate
period. This figure can also be used to compare the cost effectiveness of different programs

-and to determine a fee to charge your.residents. (In most cases, this fee will be beyond the
ability of the client to pay; therefore, this also tells you approximately how much supple-
mentary funding to acquire to operate in the black.) In other words, you can start making:
budgetary estimates.

Line 6—Administrative Cost. This figure represents total administrative cost. The allocated
administrative cost should euqal this figure always, because allocated costs are determined
by use of this figure (line 7). Administrative cost includes such items as salaries, employee
benefits, travel (local and long distance), rent, telephone, supplies, postage, business insur-

“ - ance, and other items used by the administrative section.
Line 7—Overhead Rate. This is a percentage figure determined by dividing the administrative
cost by the total direct cost. This should be dane for each cost center indicated on line 1.
This tells you approximately how much time and effort (which translates into dollars) was
spent by administration to ensure that these services could be carried out.
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Session 9:

Time

Sequence of Activities Materials

C. (continued)

40 min. 3, Clariﬁi any questions that may arise and then C3.

_distribute handout 4. Walk through each step
on handout 4, as directed on first page of
handout 3. This may be done on flipchart
or blackboard, whatever seems appropriate.

- 4, You may use reference 1 to help you con- C4.

duct this exercise.

15 min. D. Financial recordkeeping and accounting systems
1. Use records from an operating halfway-house
in your region that are simple and yet pro-
vide all necessary information. (See opposite.)

2. Contact a financial records supply firm that
can provide sample forms appropriate to the
needs of a halfway-house,

5 min. E. Summary

Review major points.

1. Cost saving

2. Per diem calculations
3. Unit cost computation

4. Importance of financial recordkeeping system.

128
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Computation Case
Study

Reference 1, Procedure
for Calculating Allo-
cated Administrative
Cost and Unit Cost for
a Service




- Points for Discussion

C. (continued)

Financial recordkeeping and accounting systems
1. Records must be kept on the following:
' ® A breakdown of your receivable income by its source
® Staff time spent performing various functions
© Expenditures by type of service provided. An accurate record of disbursements is neces-
L sary in almost any program. ‘
' This is not as difficult as it might seem. All you have to do is develop a system for gathering
the necessary information and recording it promptly.

E. Summary

1. We explored numerous methods for either reducing program cost or gaining supplementary
income. Can anyone name five new pracedures that they might apply when they returp?

2, 3. We learned two methods for computing selected aspects of program cost. These are per
diem calculation and cost per unit of service. These two items reflect similar processes, but
one (cost per unit of service) is more involved and more accurate, Essentially, both reflect
cost for a service, divided by the volume of services rendered, or cost/volume. It is very
important to be able to determine these figures, both for your use and for a parent or
regulatory agency.

4.  We discussed the type of records necessary to determine costs. Can anyone name three
which are necessary to perform these calculations? (Timesheets with a breakdown of time
spent performing various functions, records of cash disbursements according to type of ser-
vice, statement of operations that-gives these figures plus income according to its sources.)
It is essential to have an adequate information base as well as adequate collection procedures
to determine the financial effectiveness of your program.
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-Session 10:

Organization Structure and

Position Descriptions

GOALS/OBJECTIVES:

TIME REQUIRED:

- EQUIPMENT:

- MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

_PRIMARY METHODS:

) MEETING
“ARRANGEMENTS:

Participants will attain an increased awareness and understanding of the elements and issues
assocliated with selected aspects of effective administration, including personnel policies.
Given a program description, objectives, services, and a staff roster for a hypothetical program,
participants working in small groups will be able to develop a job description for one pro-
gram and one operations position,

2% hours

Flipchart paper, felt pens, tripod, or masking tape

Handout 1, Organization Task Instructions and Information

Handout 2, Study Guide: Delegating and Sharing Work

Handout 3, Study Guide: Developing Personnel
Handout 4, Morale Index for Supervisors*
Handout 5, Morale Index Report Form

*If this activity is used, one copy of the Morale Index must be obtained in advance for each
participant. See section 1V of this manual for purchasing information.

Whole group discussion, small group task

Drawing 1, Round table setup, in room 1 for discussion of reading assignment and presen-
tations; drawing 4, Workshop setup, in room 2 for group task work.
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Session 10:

Time  Sequence of Activities

Materials

30 min, A, Review reading assignment

]l

h

Discuss answers to questions in Study
Guide for the article Organizing the
Enterprise,

Cover questions and points are listed on
opposite page.

45 min. B. Organization task

1i

132

Distribute handout 1, Organization Task B1. Handout 1, Organiza-

Instructions and Organization Task tion Task Instructions

Information. and Organization Task
Information

Have the participants work in small groups

to follow the instructions on p. 1, using

the information on p. 2.
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Organization Structure and Position Descriptions

Points for Discussion

A.  Review reading assignment

2. A number of ways to divide the work of an organizauon are listed. Which one do you think
Is most appropriate to your program? Explain your cholce.
Points to cover:
In an enterprise the size of your program, where many functions are performed by a very
few people, the question of alternative organization may seem a moot polnt, However, in
terms of efficiency it may be more important to organlze well In a smaller organization
because fewer people are expected to do more and different things. Consideratlon of alterna-
tives to the existing organization may suggest Improvements. In answer to the questlon, a
case could probably be made for both functlonal (e.g., In a halfway-house, food pteparation
and serviee, house malntenance, business and financial management, client services and
external affalrs public and community relations and agency lialson) and services, No answer
is right or wrong, but the other choices do not make much sense for the typical program,
How Is a manager defined in this article? (See the third full paragraph In the first column on
p. 11.)
Points to cover:
This question is included to highlight the distinction between the role and title. In halfway-
houses for example, there is a position called house manager, whose duties and responsl- 7
bilities are quite different from those of the director. The director Is the manager referred to
in this context, the person who carrles out the management functions discussed earlier in
the sessions,
How does the organizational pattern of your program help and how does it hinder program
operation?
What are the implications of growth for the organization of the enterprise?
Points to cover:
Growth In the program generally takes the form of adding another unit or adding a differ-
ent component of care (outpatient, detoxification). This growth usually results in greater
responsibility for the unit staff and increased savings (cost of director and management
support covered by two operations and discounts for volume purchasing, and so on).

B. Organization task _
There are no discussion points for this section.
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Session 10:

Time Sequence of Activities Materials
B. (continued)
3. Have the group complete the task in 1 hour, B3. Flipcharts
including preparation of thelr recommenda:
tions for presentation to the other two
groups. Each group will have 15 minutes for
its presentatlon. Provide flipcharts for group
usc.
15 min. Coffee break
30 min. C. Presentation of organization task results
1. Reconvene in a room with a conference
arrangement,
2. Groups take turns presenting recommenda-
tions for organization and job descriptions.
5 min. D.  Summary
Review the polints listed opposite.
5 min. E. Assignment
1. Direct participants to read **Delegating and

134

Sharing Work and Developing Personnel,”
found in Leadership Resources Management
Library.

Distribute study guides for the above, handouts
2 and 3.

E2. Handout 2, Study
Guide: Delegating and
Sharing Work
Handout 3, Study
Guide: Developing
Personnel



) Organization Structure and Position Descriptions

Points for Discussion

B. (continued)

C. Presentation of organization task results
There are no discussion points for this section.

D. Summary
® There is no one way to organize an enterprise.
® Organization should change with the changing needs of the enterprise.

' & Staff members should participate in development of organizational structure and job descrip-
tions. They are subject-matter experts on what they do, to whom they relate, and how,

® Organization and job descriptions should be consistent with the program goals and services.
E. Assignment
There are no discussion points for this section,
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Session 10:

Time

Sequence of Activities

Materials

15 min, F. Morale index for supervisors This exercise may be om-

1.

mitted If you do not wish
to order the Morale Index
Review purpose of exercise:
a. The next session on personnel issues will
include issues relating to staff supervision
and evaluation of job performance.
b. In preparation for that session, it might be
useful to get some indications of the existing
level of job satisfaction in your program.
c. To that end, we have a Morale Index, which
will do the following:
(1) Tell you something about how you
feel about your job.
(2) Highlight some of the areas that con-
tribute to job satisfaction or dissatisfac-

tion.
Distribute handout 4, Handout 5 is located In F2. Handout 4, Morale
the workbook. Index for Supervisors

Handout 5, Morale
Index Report Form
Instruct participants to read handout 4 and to
follow the directions with two exceptions:
a. Omit items 8, 13, 18, and 23; these do not
apply.
b. Record totals on the report form and hand
it in without their names.
Ask if there are any questions.
Participants may leave when they have com-
pleted the report form.



D Organization Structure and Position Descriptions

Points for Discussion

F. Morale index for supervisors
There are no discussion points for this sectlon.

128 137
ERIC

Full Tt Provided by ERIC.



Session 11: Personnel Evaluation and Supervision

GOALS/OBJECTIVES: Participants will attaln an increased awarenass and understanding of the elements and Issues
assoclated with selected aspects of effective halfway-house adiminlstration, Including personnel
policies,

Participants will each write a specific;, measuraole, time-phased objective that could serve as a
basis for evaluating an employee's performanc.

Participants will be able to definc management by objectives as a process by which a supervisor
and an employee negotiate individual objectives and use those objectlves for perlodic per-
formance appralsal.

TIME REQUIRED: 2% hours

EQUIPMENT: Flipchart paper, felt pens, tripod, or masking tape
MATERIALS: Handout 1, Personal Review Form
(Handouts and Handout 2, Performance Planning and Evaluation

references are found
in Participant
Workbook)

Handout 3, Management by Objectives

PRIMARY METHODS: Whole group discussion

MEETING
ARRANGEMENTS: Drawing 1, Round table setup
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Session 11:

Time Sequence of Activities

Materials

30 min. A, Morale index report This exercise may be
omitted If you do not wish
to order the Morale Index.

I, Ask participants to turn to the Morale Index
and to review the items and thelir responses,

2. Ask for any comments participants may
have about the questionnaire,

3. Display the tabulated results of the scores A3. Flipchart
turned in by participants at the end of the
previous session, (Prepare ahead of time on
flipchart.)

a. For each category (organization,
superior), show the range (highest and
lowest) and the average.

b. Show a group profile on the chart by
plotting the average row total for each
category,

4,  Ask participants to note any relationships
or incongruities and to speculate on possible
causes,

30 min. B.  Delegating and sharing work

1. Pose questions on the reading assignment, as
listed on the study guide, and lead a discus-
sion based on participants’ responses.
What conclusions can be drawn about the
way they feel about authority and responsi-
bility delegated to them and the way staff
members might feel?

19

15 min. Coffee break

30 min. C. Personnel evaluation

1. Distribute and discuss the Personal Review C1. Handout 1, Personal
Form and Performance Planning and Evalua- Review Form
tion, handouts 1 and 2,

2. The Personal Review Form is for the staff C1. Handout 2, Perform-
member to complete and share if he or she ance Planning and
wishes. Evaluation
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) Personnel Evaluation and Supervision
| Points for Discussion

A.  Morale Index report

1. The purpose of the exercise is to provide an opportunity for participants to focus on thelr
feelings about their jobs and the people with whom they work,

4. Is there a difference between the way the group feels about the organization and superiors
' as opposed to their employees?
How do scores on employees and supervision compare? If employees are scored low and
supervision high, what might that indicate? Is that a workable relationship?
B. Delegating and sharing work

2, Generally, staff will respond in a similar fashion to directors. Ask participants to recall how
they have felt or behaved in negative and positive situations with their superjors.’Also have
them recall examples of behavior of staff people they have supervised. Delegation as it
relates to leadership styles will be discussed further in the session on information and
decisionmaking.

Coffee break
C. Personnel evaluation

1. These forms are suggested as a systematic way to delegate authority and responsibility, to
evaluate performance, and to guide staff development,

2. The self-appraisal helps the staff member to prepare for the evaluation session ahead of time.

14
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Session 11:

Time  Sequence of Activities Materials

C. (continued)

3. The Performance Planning and Evaluation
form Is for both the supervisor and the staff
member,

a. The spaces on the front are for identification
purposes,

b. The lefthand side of the inner double page is
prepared by both the director and the staff
member,

c. The first column requests key words to
describe major duties.

d. The second column requires a specific,
measurable, time-phased performance
objective related to that responsibility.

e. The third column on the lefthand side pro-
vides a space to indicate the relative
priority of each objective to use as a basis
for making choices should conflicts
arise,

f. At the bottom of the lefthand page is
space to record any changes made in the
original plan as a result of changes in
circumstances, Additional space is pro-
vided to record other activities that might
be performed but that will not necessarily
be included in the evaluation.

. The righthand side of the double page con-
tains space for recording the results
accomplished during the evaluation period
and the level of achievement.

o
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) Personnel Evaluation and Supervision

P@ints for Discussion

C. (continued)

3. Both forms are offered as models to be adapted to suit the needs of each particular situation.
A new copy of each form is required for each review period. Every 6 months is a minimum
frequency for setting new goals. Interim meetings should be held to check progress and to
make adjustments as needed.

a. The data requested may be more detailed than would be necessary for halfway-house
purposes,

c. Examples of key words are individual counseling, conducting group sessions, preparing
and serving meals, maintaining house in good repair, and maintaining financial records.

d. This statement might cover an aspect of job performance that the staff person is trying
to improve, a new project being put into operation, or a special assignment requested by
the supervisor. For example, in a halfway-house, ‘‘Meals will be served within 10 minutes
of scheduled time, barring unforeseen circumstances, at least 90 percent of the time.
No exceptions will be permitted on evenings when group meetings are scheduled to begin

’ at 7:30,” or “"Counselor will meet informally with every client on an individual basis at
least once each week, outside of regularly scheduled hours, to talk about unspecnfled
topics.”

These statements should be based on a discussion of performance over the preceding
evaluaticm perind and shauld irnply that Suppﬂrt fmrn the superviscr In tsﬂhs of rewsed

super\nsur and the staff persnn shuuld also set dates for mmpletmn of mtermediate tasks
and for meetings to review progress and to make necessary adjustments.

g. Point out the various areas on the righihand page. Emphasize that the overall rating is
derived from the information recorded above.
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Session 11:

Time  Sequence of Activities Materials

C. (continued)

h. The final page, headed ""Counseling Sum-
mary," is self-explanatory,

i. The “Employee Development Plan” assists
the supervisor to'meet the responsibility
for staff development.
D. Management by objectives
10 min, 1. Distribute handout 3. D1. Handout 3, Manage-
ment by Objectives
2.  Review major points on the handout.

10 min. 3. Instruct participants to work in pairs. Using
' the case study data and job description
developed in the previous session, they will
write a statement to be used as a basis for
evaluating performance on the first line of
the Performance Planning and Evaluation

form.

10 min. 4. Ask two or three pairs to share their objec-
tives for review and discussion by the entire
group.

30min. . E, Participant presentation: Use of volunteers

See the procedure outlined in session 7, Materials
in handout 2 of session 2C are used for the
presentations.
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Personnel Evaluation and Supervision

Points for Discussion

C.

Di

(continued)

h. The major purpose of this whole form is to provide an objective basis on which both
supervisor and staff member can appralse the staff member's performance. A form of
this type encourages a systematic procedure for performance evaluation and provides a
permanent employment record consistent for all staff.

i Plans for task assignments and continuing education consistent with the staff member's
needs and Interests can be recorded on this separate page. This may be shared or not with
the staff member at the supervisor's discretion.

Management by objectives

1‘

This process summarizes the procedure recorded on the evaluation form just discussed,

Under basic concepts, "define program objectives’’ refers to the overall halfway-house
objectives for the year and/or the yearly objectives for a particular program segment such as
counseling, recreation, employment, or house Improvement. The individual objectives refer
to the particular aspects of that program for which an individual staff member is responsible.
In some cases, a single staff member will be totally responsible for a program. In other
cases, the whole staff will be cooperating to achieve a program objective, with specific tasks
assigned to each one, '
The objectives negotiated under item 1 of Procedure are the statements that are written on
the left inner page of the Performance Planning and Evaluation form.
The statement must contain all of the elements of an acceptable objective:

Task = specific

Indicator of accomplishment = measurable

Date of completion = time phased

Participant presentation: Use of volunteers
There are no discussion points for this section.
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Sess:an 12 Appralsal Interwew and Staff Development

GDALS/QB]ECTIVES Particlpants will attain an Increased awareness and understanding of the clements and Issues
associated with selected aspects of effoctive halfway-house administration, including personnel
policies.

Given a description of three types of appralsal Intorviews, participants will be able to correctly
identify a dramatization of each,
TIME REQUIRED: 3 hours

EQUIPMENT: Videotape equipment

camera

recorder/playback

monitor

microphone

Flipchart paper, felt pens, tripod, or masking tape

MATERIALS: Handout 1, Performance Review Guidelines
(Handouts and Handout 2, The Management of Human Resources
references are found
in Participant
Workbook)

' PRIMARY METHODS: Roleplaying, whole group discussion

MEETING
ARRANGEMENTS: Drawing 1, Round table setup
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Sess:an 12

Time Sequence of Activities Materials

A. Participant presentation: Appraisal
interviews
1. See the general procedure as outlined in
session 7. Materials in handout 2 of
session 2C are used for the presentations.

10 min, 2, Participants making the presentation describe A2. Flipchart
the three types of interviews by name and
characteristics. This may be done orally,
with major points on a handout distributed
to participants, or on a flipchart.

30 min. 3. Then each interview is acted out in turn and
recorded on videotape, with no comment in
between.

60 min. 4, Ask participants to indicate the type of

interview presented first and to state the
reasons for the choice.

Play the taped interview, stopping the tape
and/or replaying the portions that illustrate
significant characteristics.

6. Repeat for each interview with discussion
from the presenters and participants.

fory

15 min. Coffee break
B. Staff development

30 min. 1.  Discuss reading assignment, Developing
: Personnel, using the questions in the study
guide.

2.  Cover the points listed opposite.

148




- Appraisal Interview and Staff Development

- Points for Discussion

:’_f. A. Participant presentation: Appraisal interview

6. Presenters should comment particularly on the way both felt during each interview, whether
they think they accomplished the purpose, and what behavior they expected from the staff

‘ member as a resuit.

Coffee break

B. Staff development

2. Consider the questions on p. 2 of the article. All of the answers are contained in the article.
Ask participants to comment on any that they had difficulty translating into halfway-house
terms, ,

Size is not a consideration for the halfway-house in determining the value of staff develop-
ment. Ask for some of the considerations that are peculiar to the halfway-house.
Points to consider:

-Even if the size of a program remains constant, developments in accreditation and certifi-
cation are emphasizing the need for accountability, continuity, maturity, and leadership.
Also, the growth of knowledge in the field requires continuing education to keep abreast
and to-maintain the quality of care.

Ask what factors in your program'’s operation may pose some difficulties in implementing
systematic staff development (i.e., small staff, small budget).
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Session 12:

Time Sequence of Activities Materials

15 min,

15 min.

150

B. (continued)

3. Brainstorm with the group ways that staff B3. Flipchart
development might be implemented in the
halfway-house in view of the difficulties
already discussed. Record suggestions on a
fiipchart.
C. Review of personnel issues

1. Distribute handouts 1 and 2 and review

briefly. _

a..Performance Review Guidelines sum- Cla. Handout 1, Perform-
marizes the points necessary to use the ance Review Guidelines
“‘management by objectives'’ approach dis-
cussed in the previous session and the
“‘problem-solving” interview demonstrated
at the beginning of this session.

b. Management of Human Resources is a C1b. Handout 2, Manage-
discussion of all the factors to be considered ment of Human
in a complete personnel program for staff Resources °
members.



- | . Appraisal Interview and Staff Development

. Points for Discussion

B. (continued)

- C. Review of personnel issues

1b. Not all recommendations are appropriate for every organization, but they do provide a
standard toward which to work.
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S f{s;s'—i;:nia: lnformaﬁc:n Gathering and éecis_ionmaking

GDALSIGBJECTIVES Participants WI” attain an increased awareness of the importance of the ability to make

appropriate decisions and the necessity of using adequate information gathering procedures on
which to base decisions,

Participants will b. able to:
» 1. Name and describe three major leadership styles .
2. Name two basic kinds of information needed to run a halfway-house program and one
specific source for each kind of information

v 3. Name three ingredients of effective decisionmaking by a halfway-house director.
TIME REQUIRED: 3 hours

UIPM Flipchart paper, felt pens, tripod, or masking tape

MATERIA’LS: Handout 1, Kidney Machine Group Decisionmaking Exercise

(Handouts and .
referenices are found o g g
n Participant Handout 3, Improving the Decisionmaking Process

**Workbook) Handout 4, Useful Guidelines for Decisionmaking
Reference 1, Leadership Styles

Handout 2, Kidney Machine Psychological Reports Sheet

Reference 2, Forces that Affect Leadership Style
FRIMARY METHODS: Lecture, discussion, small group work

MEET!NG ,
ARRANGEMENTS;‘ Drawing 1, Round table setup in one room, drawing 4, Workshop setup in second room
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Session 13:

Time Sequence of Activities Materials

10 min. A. Introduction
1. Place session in context of previous sessions.

2. Review the day’s activities.

45 min. B. Value of information and information gathering
procedures
1. Start with a discussion of how we are B1. Flipcharts
deluged with vast amounts of information

and of each person’s information filtering

system, ' _

Try to determine and to reveal to participants

their conscious and unconscious ways of

. gathering information and the reasons they
" gather it. Record ideas on flipchart paper
throughout for review at end of this
discussion.
2. Begin to focus discussion bn relevant issues,
using the following questions:

a. When a prospective client enters your
house, what type of information do you
collect? Why? What do you use this
information for? What could you use it
for? :

b. We all work in communities. Do you gather
information on your community? Why?

c. If you were going to try to start another

What sources would you use?
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Information Gathering and Decisionmaking

‘Points for Discussion

. A. - Introduction
1. Previous sessions have dealt with topics such as managing a changing organization, planning,

board and director relationships, and financial and personnel issues. There are two elements
critical to all of these areas: adequate and relevant information collection, and active,
ongoing decisionmaking. Today we will explore these issues, which are vital to program
survival, : o

2. This morning we will discuss information gathering processes and explore some of the
reasons information gathering is critical. _
We will tnen move into the area of decisionmaking and the relevance of adequate informa-
tion to decisionmaking. During this time, we will participate in an exercise to illustrate some
of the major points. ,
The way in which we make decisions often indicates the type of leadership style we prefer.
-We will also explore this issue and the implications it has for youi role as a halfway-house

: director. _

.~ B.  Value of information and information gathering procedures

1. We as individuals are constantly deluged with vast quantities of information. Some is stored

o ) for later use, but the majority is filtered out and discarded. This enables us to proceed with
' our functions without what we call “information overload.” We all have a system for gather-

' ing, filtering, and storing information we consider relevant. Some of this is.done consciously,
but in'most instances it is an unconscious reaction to the amount of information we receive,

2a. ‘When client information is gathered at intake, it is primarily to ensure a match between the
resources of the program and client needs. Such information can help you determine what
changes are necessary to meet the needs of the majority of the clients in your community.

b.  Programs should always assess the needs of the communities they serve, whether they are
established programs or just beginning. If you are meeting the needs of your communities,
their commitment and support are better assured.

An important consideration when starting a new program is that communities have anxieties

“about changing the status of their neighborhoads by opening such a.program. You will want
to determine the specific reasons for their anxieties and to develop plans to help alleviate
these anxieties. : : C

o
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Session 13:

Time  Sequence of Activities Matérials

B. (continued)

3a. Based on the points written on the flipchart,
have participants give some general reasons

b. Give participants some ideas about infor-
mation sources which may be available
to them.

15 min. Coffee break
1 hr. C. Kidney machine group decisionmaking exercise
1. Explain differences which occur when suffi-
cient information on which to base a
decision is available and when it is not.

2. Explain the goals of the exercise: ...
a. To explore choices involving values
b. To study problem-solving procedures in
groups _
c. To examine the impact of individuals’
values and attitudes on group decision-
making.
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. Information Gathering and Decisionmaking

Poirits for Discussion

(continued)

 3a. Some reasons for gathering information are the following.
# To gather information that is absolutely necessary for a goal or purpose you have in mind
® To reduce variables to that a plan of action can be accomplished

© To develop plans and so make realistic decisions (to make best possible judgments)
® To determine future requirements for changes
¢ To identify allies and a constituency
® To meet the needs of clients, ihe community, and the program.
b.  Many resources for gathering information are available, but you have to know what infor- .
mation you want and how you can best use it. Your intent must be made clear to the out-
side resources you use, Some follow:
¢ College students, professors, and universities may have data bases concerning the local
community. They can canvass and survey the area to gather necessary information, They
can compile and analyze inhouse information to determine trends. They can develop
research projects to help determine needs and focus.

® Local planning departments often have good information on the surrounding community,

. _ population, and services available.
o Census departments.

S o Social welfare and family planning groups.
~Coffee break
“C. . Kidney machine group decisionmaking exercise ‘
1. Generally, when we have a problem or indicator of a problem, or a goal or task to be acom-
_plished, we try to generate as much relevant information as possible to make realistic
decisions. If many or all the facts are available, this is a relatively easy process. But what
happens if there is a lack of specific factual information on which to base decisions?
The following exercise will help to provide some of the answers to this question as it occurs
in a group setting and will also help to raise additional questions.
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Time - Sequence of Activities Materials

158

C. (Eghtinued)-

3.

The facilitator forms three small groups

and distributes copies of the Kidney Machine

Description Sheet and the Kidney Machine

Biographical Sheet to the participants and

allows them a short time to read through the

materials. To heighten the realism of the

task, the facilitator may mention that there

really is a Swedish Hospital in Seattle with

a kidney machine, and that there really are

groups of people at that hospital who

meet to screen candidates for the machine.

Réﬁéﬁé Sheet after participants have

worked on the problem for 15 minutes.

The groups are given approximately 30 minutes

to arrive at a solution. The facilitator may

ask them to specify the criteria they followed

in reaching their solution.

When the time is up, the facilitator instructs

the groups to evaluate their work in terms of

the following:

a. Who their choice was and why.

b. Whether their task would have been easier
had they had more information about each
candidate.

c. What effect(s) the psychological data had on
their decision,

d. To what extent they were motivated to
avoid making a decision, perhaps by picking
a candidate through flipping a coin,
drawing straws, or otherwise leaving the
matter to chance.

e. To what extent the groups favored novel or

all candidates be attached to the machine for

one-fifth of the time, or proposing that all
candidates be allowed to die.
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_ Points for Discussion

(: * (continued)
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C. (continued)

f. To what extent they tried to “‘objectify’’ an
essentially subjective judgment by working
out *formulas” or “point systems” for
rating the candidates numerically, and
whether this was effective.

7.  The facilitator may wish to point out that

the candidates are actually stereotypes of

certain groups of people (e.g., the hard-

working scientist, the career woman, the
student radical). He may then ask partici-
pants to evaluate the decision they would
have made with different stereotypes (e.g., if

Bill were a black militant).

8.  Discuss the dichotomy between decisions
based upon valid information and decisions
based upon a subjective concept of truth.

25 min. D. Analyzing and improving the decisionmaking
process
1. Pass out handout 3 and lead discussion of D1. Handout 3, Improving
the decisionmaking process. the Decisionmaking
Consider the decisionmaking process in Process
terms of every individual in the organiza-
tion.

2. Explain how leadership style influences D2. Reference 1, Leader-
decisionmaking style, using reference 1. ship Styles '
llustrations may be written on flipchart. ‘

3. Identify forces which affect leadership D3. Reference 2, Forces
style, using reference 2. that Affect Leadership

Style

Ask participants to name circumstances in
which various leadership styles are
appropriate.
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Information Gathering and Decisionmaking

_Points for Discussion

. (continued)

Im alf decnsmns, whether enough factual information is available or not, our values and per-

“ ceptions influence the decisions we make. Given the same mfarmatmn, different people

arrive at diverse solutions or decisions. The primary reason for this is the differing personal
viewpoints we bring to a given situation.

Most of the decisions we make are based on the truth of the situation as we see it. The
pmblem is that different people have different “‘truths,” which do not always agree. There
is an equation which brings some of these factors to light:

Truth = men + error

- In a practical sense, information gathering is truth-seeking; it provides a basis to determine
‘whether our assumptions are correct and a way to define our truths.

We need to examine our present “truths,” search out information by which to evaluate
them, and make revisions as the facts indicate, We have to be information specialists in order
to arrive at the truths or the decisions upon which effective functugmng is based.

D. Analyzmg and lmpmvmg the decisionmaking process

1.

N

Decisionmaking is the process by which individuals or groups, using the information avail-
able to them, attempt to adjust their ideas and actions to a variety of personal and situa-
tional factars These factors may involve personal or organizational issues.

Consciously or unconsciously, a decision usually answers three basic questions: (1) Why is a
decision necessary? (2) What do I intend to accomplish when | make a decision? and (3) How
will | go about nmplementing it?

You as the director are responsible for the primary decisions that affect the operation of the
program, but the implementation of your decisions is affected by decisions and actions
made by your staff members. It is very important to realize that the decisions of even the
maintenance man at times affect your decisions. The decisions and actions of your staff
taken together determme the nature of your program and the services it provides.
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20 min, E. Staff decisionmaking
1. Explore the issue of delegation of
responsibility.

2. Pass out handout 4 and review guide- E2. Handout 4, Useful
lines with the group. Guidelines for
Decisionmaking

10 min. F. Summary
‘ Cover the following major points.in your
summary: :
1.  Value of information

2.  Relationship between information and
decisionmaking

3. Analyzing and improving the decision-
making process
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Points for Discussion

Information Gathering and Decisionmaking

F.

1.

Staff declslosnmaking

On the yaph of leadership styles, we encounter the word delegation, We all assume that

delegationls a prime function of a director, The question Is, delegation of what? ‘Many of

us wou Bdnay the delegation of responsibllity, but what is delegation of responsibliity without

a conconitant delegation of authority to actand to make declsions necessary to fulfill that

responsbllity?

Many ctirectors may feel that thelr staff Is not ready to assume authority to make important

decisior, If this Is the case, Is It the director's responsibllity to prepare the staff to make

declslor! As mentioned before, staff members are constantly making decisions, Staff

tralning Inthis area may be to the director's advantage.

Effectiwe delegation can be accomplished with these conditions:

® The stiff has a clear understanding of program goals and needs.

e Ithasanappreciation of the ways in which the program functions.

e It seesthe program in relationship to other organizations.

¢ Each shff member has sufficient mastery of the tools of the trade so that others have
confidence in him/her and he/she has self-confidence.

e Each shff member has a feeling of responsibility for what takes place and to all those
Involwed-staff and cllents.

Once threnccessary training In these arcas has occurred, the staff will be in a better position

to accept responsibility and the authority that goes along with it. This will free you to make

the mos:t farreaching 20 percent of the declsions and actions upon which program.survival

depends:,Including planning. You will have aprogram thatisable to function in your absence,

Summary

Adequateand relevant information is essential to making good decisions. Its importance
cannot be overemphasized, whether for planning, making action decisions, or examining
assumptions we have always believed to be fact. We must remember not to gather informa-
tion for itsown sake but to have a purpose or use for it and to try to determine the type
of data raeeded. Information is one of the best tools we have available to us. We have to
become #nformation specialists and to learn how to gather,share,and use it to our advantage.

Decisions are never made in a total vacuum. There are many forces that influence the deci-
sions we make, such as our values and perceptions, the people or groups with whom we
work, arwd the situations surrounding the decisions to be made. We have to realize that
decisions tmanate from everyone and influence the nature of our programs and the services
the progrrams provide. This knowledge can be molded to constructive purposes or can hinder
effective operation.

1
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Materlals

Time  Sequence of Activities

F. (continued)
4.  Delegating authority and responsibilley

]
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Y Information Gathering and Decisionmaking

Points for Discussion

F. (continued)
4. Along the same lines, we have to learn to delegate both authority and responsibllity and to
help staff members to grow and mature, This helps satlsfy thelr needs and will eventually
work to satisfy the organization's needs, It will also free the director to do the planning

necessary to assure a dynamic organization that can make the changes necessary to survive.
Improving the decisionmaking skills of the staff is of utmost importance.
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P Work on Individual Plans and

Session 14: Participant Presentation

GOALS/OBJECTIVES: Particlpants will sufficien tly refine and Improve existing planning and analysis skills to Identify
a speclific prablem, or aneed for change, and will devdlop a plan for meeting the problem or
need.

Using Information and materlals from previous sesslons, participants will be able to develop a

plan to alleviate a selected problem. The plan should spécify goals, needs, and objectives and
should give at least two possible actions for solutlon of the problem,

TIME REQUIRED: 2-3/4 hours

MATERIALS: Handout 1, The Planning Process (from sesslon 4)
(Handouts and
reférences are found
in Participant
Workbook)

PRIMARY METHODS: Individual work

MEETING
ARRANGEMENTS: Drawing 2, Classroom setup

Handout 2, Planning and Presentation Crltique Form
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Time Sequence of Activities

Materials

45 min, A. Participant presentations
1. For the presentation on Ideas for Followup
Programs, use the procedure as outlined in
session 7 and the materials outlined in
session 2C.
2 hrs, B. Description of task
1. Review the Halfway-House Assessment
Worksheet and material learned during the
training program,

2. Discuss the task to be accomplished.
(Refer participants to session 4, steps in
The Planning Process; have extra copies.)
Distribute and explain the use of the
Planning and Presentation Critique Form,

Rt

4. Have the group begin the task with each
person working individually.

5.  After the task is completed, gather all
presentations and have them duplicated for
the facilitator’s review during the evening.
These can be returned either before
participants leave or first thing the next
morning.
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) Work on Individual Plans and. Participant Presentation

Points for Discussion

A. Participant presentations
There are no discussion points for this section.

B. Description of task

1. During the course of the program, we have tricd to impart content information and skills to
help you in your functions as 2 manager. These have included information about boards of
directors, funding sources, budget preparation, personnel issues, and group process and
planning skills,

Much of this information has been given in hypothetical form. We now are giving you time
to apply this information to a problem you have selected related to the operation of your
halfway house,

The Halfway-House Assessment Worksheet was the primary tool used for selection of your
program area. You have had time to determine a specific problem, and you will now have
time to work on it without interruption.

2.  Today we hope you will be able to complete the first phase of this task: developing a plan
centering on a problem relevant to your needs. Use the steps of the planning process as

' explained in session 4 to guide your thinking.

3. The Planning and Presentation Critique Form is being distributed for your use in developing
your plan. It is necessary only to complete the first five numbered items. These are the
items on which you will be reviewed and critiqued by your peers in a later session, The
numbers represent the rating that will be given with “1” representing a low score in the
particular area and "5" representing the highest score.

4. Using the handouts, start developing a plan aimed at dealing with your identified problem.
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» Presentation of Individual
Session 15: Plans: Associations

GOALS/OBJECTIVES: Participants will sufficlently refine and improve existing planning and analysis skills ta Identify
a specific problem, or a necd for change, and develop a plan for meeting the problem or need.

Participants will be able to use the Planning and Presentation Critique Form and the Score
Sheet to review the plans of cach individual member of thelr group and rate the elements of
the plans on a scale of 1" 10 5.

TIME REQUIRED: 3 hours

EQUIPMENT: Flipchart paper, felt pens, tripod, or masking tape
MATERIALS: Handout 1, Planning and Presentation Score Sheet
(Handouts and (Duplicate sufficient coples for participants,)

references are found
in Participant
Workbook)

PRIMARY METHODS: Small group work, individual presentations, discussion

MEETING
ARRANGEMENTS: Drawing 5, Theater setup
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Time  Sequence of Activities

Matetials

30 min. A, Participant presentations

For presentations on associations, follow the
procedure as outlined in sesslon 7 and materlals
in sesslon 2C,

5 min, B. Introduction

Relate work to previous session and explain the
overall procedure,

1Y hrs, C.  Small group review and critique

1. Divide particlpants into groups used
throughout training program.

2. Distribute to cach participant enough score
sheets to critique the plan of every person
in the group.

3. Have participants exchange plans and start
to critique them,

4. After all plans have been critiqued in the
small groups by each person, total the
ratings and determine the individual plan
which seems to be the best in the group. The
author will have 15 minutes during coffee
break to plan the presentation to the entire

group.
15 min. Coffee break
45 min. D. Large group review and critique

1. The first group’s presenter goes to front of
room and presents the plan, The facilitator
has the person’s plan in hand and can assist
as appropriate,

2. After the presentation, the facilitator and
the group offer their comments on the plan's
strong and weak points. Emphasize the
process used, not necessarily dwelling on
content (i.e., was it a specific abjective,
clear, realistic, measurable?).
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C2., Handout 1, Planning
and Presentation Score
Sheets

D. Flipcharts or other
equipment participants
feel is necessary.




b Presentation of Individual Plans: Associations

Points for Discussion

A.  Participant presentations
There are no discussion points for thls section,

B. Introduction
Yesterday you worked on your individual plans. Today we are going to review and critique those
plans, offering suggestions for Improvement and pointing out arcas of strength,

First we are going to critique the plans in small groups, When this Is completed, participants will
select what they think is the best plan from thelr group. The person who has produced this plan
will then be given the opportunity to present it to the whole group.

€.  Small group review and critique
There are no discussion polints for this section.

Coffee break
D, Large group review and critique
There are no discussion points for this section.
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Time  Sequence of Activities Materials

D!
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3,

(continued)

Each particlpant has approximately 5 to
10 minutes to present his plan and 10 to
15 minutes for feedback from the group.

4. The process is repeated until all selected
group plans have been presented,
Summary

The facilitator thanks presenters and reviews the
steps of the planning process as they have been

covered:
1. Agreement on goals

2
3.
4.
5

Gathering information

Involving others

Diagnosing needs, setting objectives
Choosing alternatives.
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Y Presentation of Individual Plans: Associations

Points for Discussion

D. (continued)

E. Summary
There are no discussion points for this section.
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Session 16:

Closing Activities

GOALS/OBJECTIVES: A summary of the course wil* be given. Participants will take part in the final evaluation
actlvities and recelve certificates of attendance.

TIME REQUIRED: 45 minutes (Allow 30 1o 45 minutes more if evaluation forms are used.)
EQUIPMENT:
MATERIALS: Farticitilvis'  tiff=ates
Reference 1, . rogre'n Goals (from session 1)
Referenc™ 2, vrogre  Schedule (from session 1)
PRIMARY METHODS: Group discussion

MEETING
ARRANGEMENTS: Drawing 5, Theater setup
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Time  Sequence of Activities Materials
30 min, A, Summary
1. Using the program goals and the schedule of Al. Reference 1, Program
actlvities from the sessions covered, review Goals
the events of the training program session by Reference 2, Program
session, Schedule

15 min. B. Award of certificates
1. Introduce the person selected to present
certificates,
2, The presenter may make a few remarks as
appropriate,

3. Presenter may read name of each partici-
pant, ask the person to come forward to
accept the certificate, and shake hands.
(Award certificates alphabetically.)

4, Facllitators thank and congratulate
participants and wish them good luck and
farewell.,
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B Closing Activities

Points for Discussion .

A,  Summary

1. Highlight the purpose and outcomes of each sesslon as they relate to previous and following
sesslons,

179




SECTION IV

Appendixes

182

192

193

Lo, 194
ceo. 207
- 214

215

216

Referencesand Handouts . . .. .. oo ol ittt e e
F‘un:haseInfcxrr’nati@anrEes&urceMaterials,,.i....,.‘i,.i.,,,.iii_.égi.i.,.;,.”,,
Bibliographic RReference - . . .. .. .. e i e e e e
’ Af.sesémenﬁFarmsandfabulatiansheetsii.i...i,.,,i.ii,i.,..,iig.,..ii.i,,.g.igg.g,.ig
LogisticsCheckelists . . .« . . oo o i e e e e e

" Hiustrations of Varlous Mleeting Arrangerments . . . .. oo v v v vn v v ve s

" Sample Presentation Cue Cards .. .. ... or e rnrs s

E#aluatinnlnstjumentsaﬂdAn,s'werliey,i,..i—,,.ﬁr._.,r”_i,.“g,”,!“,g.g




Code: M52D

Reference 2, NASA Exercise
Answer Sheet

RATIONALE: CORRECT NUMBER:

No oxygen 15 __ Box of matches

Can live for some time without food —A4__ Foodconcentrate

For travel over rough terrain 5 -SCJ feet of nylon rope

Carrying —8__ Parachute sitk

Lighted side of moon is hot 13 __ Portable heating unit

Some use for propulsion —11__ Two .45calibre pistols

Needs water to work —12__ One case dehydrated Pet Milk

Mo air on moon 1 Two 100-1b tanks of oxygen

Needed for navigation —3__ Stellar map (of moon’s consteliation)
Some value for shelter or carrying 9 __ Liferaft \
Moon’s magnetic field is different from earth's 14 _ Magnetic compass

Youcan’t live long without this —— 2 5gillons of water

No oxygen EJEL_.. Signal flares

First-aid kit might be needed, but needles areuseless 7 First-aid kit containing injection needles
Communication 7 —3___. Solar-powered FM receiver-transmitter

ipeéial ﬁerm}ssiaﬁ for reproduction of the above material is granted by the author, Jay Hall, Ph.D. and publisher, Teleometrics Inter-
national, All rights reserved.
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Reference 1, Prisoners’ Dilemma

I. To explore the trust between group members
and the effects of trust betrayal

1. To demonstrate the effects of interpersonal
competition

It To explain the merit of a collaborative
posture in inira- 2nd intergroup relations

- Group size
Two teams of no more than eight members each,
Time required

' Approximately 1 hour, Smaller teams take less
tirme.

Materials utilized
Prjsgne:ré' Dilemma Tally Sheets.
Physical setting

There should be enough space for the two teams
to meet separately without interrupting or dis-
rupting each other. In the center of the room, two
chairs for team representatives are pla;ed fa«;mg
each other. -
Process ia
. The facilitator explains that the group is
" going to experience a simulation of an old
technique used in interrogating prisoners.
(He carefully avoids discussing the objectives
of the exercise.) The questioner separates

o Reprintgd by purmiixlpn from "Prizzners’ Dilemma: An Inter-
'gm\xpf_‘ﬂmpetltlan,"] Willjarn PFeiffer and John E. jan!s (eds.),”
v A’'Handbeok of Structured Experlences for Human Selatlans
- Tralning, Vol. |11 (Rev.), La Jolla, Ca.: University Associates,
1974, pp. 5256, . ,

ERI

PAruntext provided by enic [HERS

Vi

Code: M52D

prisoners suspected of working together and
tells one that the other has confessed and
that if they both confess they will get off
easier, The prisoners’ dilemma Is that they
may confess when they should notand that
they may fail to confess when they really
should.
Two teams are named, formed, and seated
-separately. They are instructed not to
communicate with the other team in any
way—verbally or nonverbally~-except when
told to do so by the facilitator.
Prisoners' Dilemma Tally Shects are distri-
buted to all participants. The facilitator ex-
plains that there will be 10 rounds of choice,
with the Red Team choosing A or B and the
Blue Team choosing either X or Y.
AX — Both teams win 3 points.
AY‘ - Red team loses 6 points, Blue
tearn wins 6 points,
BX — Red team wins 6 points, Blue
team Joses 6 points.
BY — Both teams lose 3 points.

Round 1 is begun, with teams having 3
minutes in each round to make a decision.
The facilitator instructs them not to write
down their decision until he signals to do so,
to make sure that teams do not make hasty
decisions.

The choices of the two teams are announced
for round 1, and the scoring for that round
is agreed upon. Rounds 2 and 3 proceed the
same way,

Round 4 is announced as a special round,
with the points payoff doubled. Teams ire
instructed to send one representative to the
center to talk before raund 4. After 3
minutes of consuitation with each other,
they return to their teams, and round 4
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Reference 1, (Continued)

VI,

VHL

184

begins. The number of points for the out- IX.

come of this round is doubled.

Rounds 5 through 8 proceed as in the first X.
three rounds.

Round 9 is announced as a special round,
with the points payoff squared. Representa-
tives meet for 3 minutes, and then the teams
meet for 5 minutes. At the facilitator's
signal, they mark down their cholces, and
then the two choices are announced, The
number of points awarded to the two teams
for this round is squared.

Round 10 is handied exu« '/ as round 9.
Payoff points are squared.

The entire group mde’s i process the experi-
ence, The point total for each team is

_announced, and the sum of the twooutcomes

is calculated and compared to the maximum
positive outcome (126 points). The facilitator
may wish to lead a discussion on the effects
of high and low trust on interpersorsal rela-
tions, on win-lose situations, on zero-sum
games, and on the relative merits of colfa-
boration versus competition.




Aruntoxt provided by Eric:

Reference 2, On-the-Job
lmpllcatlans of Prisoners’ Dilemma

. Competition Versus Collaboration

" Alcoholism agencies can be characterized as * “prisoners”

-_in a system that refuses to allocate the necessary re-

' “sources td assure their survival. Available funds must be
“shared by alcoholism facilities and other health care

_ programs. There aren’t enough funds to go around, and

_-competition often develops among programs.

“~A good example of this kind of competitive situation

;- occurs in a community in which there are both well-run

"‘and poorly run alcohelism programs. The well-run pro-

«, grams may show up the poorly run programs. Hostilities

" between the programs develop, and communication is

utﬂff' ’ )

'A betteraltgrnatwe would be collaboration and coopera-

i tion, a sharing of resources and knowledge that would

“help bring the poorly run programs up to reasonable
“standards. In the long run, all programs would benefit:

>the better the programsare in general, the more support
they w:llget from the public.

. T_rl.l_st

~Many program managers characterize themselves as
“hustlers.'” Hustling is fine in many situations. However,
“hustling” and “‘conning'* do have their drawbacks. One
.important drawback is that they usually destroy trust

_between people or groups.

. If a person or organization on the receiving end becomes

, aware of the “con,’ they are likely to break off a relation-
ship entirely or try to “hustle' the “hustler” in return.
In other words, an atmosphere of trust has to be developed
if any meaningful, continuing relationship is to develop.

Code: MS20D

An example you may be familiar with is that of the
counselor and client. If an atmosphere of trust is de-
veloped, and each:person is open and honest with the
other, both people will benefit from the relationship: the
counselor will receive satisfaction and will want to

- continue the relationship, and the client will continue to

gain strength and confidence. If one of the two is dis-
honest with the other, a very destructive relationship
may develop, or the relationship may end entirely, with

.the client not being helped and/or the counselor refusing

to work with the client. In such a situation, one might
feel he has the upper hand for a while, but usually the
other person becomes wise to it, and both may lose. The
sarme rules apply ifyou are working with funding agencies,
service providers, or internal‘staff.

.. Selecting objectives and strategies

ln the Prisoﬁers‘ Dilemr’n’a game, as well as iﬁ the’ game

teams or paaple caoperate. Dvera perlcd c:f t!me, th c::ugh,
there are more effective gains. Results we desire most of
all may take a longer period of time to accomplish.
People in the alcoholism ©.id need to start planning for
long-term results. We are in a time when our existence is
constantly being threatened, either by lack of funds or
by competition from other service agencies, Furthermore,
the alcoholism field is changing quickly, and we have to
be ready to adapt in order to survive, One of the best
means for this survival is sufficient long-range planning,
i-e., being able to forecast changes and planning to meet
thern. The Prisoners’ Dilemma game illustrates the need
for the selection of appropriate goals in order to develop
effective strategies: this is the essence of good planning.
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Code: MS5

Handout 4a _ 1
Instructions for Role Players : -
1. Participants should not leok at each other’sroles. 6.  Just before the session begins, introduce yourself

to the whale group by the name of the role you

2. Each person should read his part carefully and . . |
are playing, Other role players will do the same.

piay the role conscientiously.
Put yourself in the role that you are given,

4.  Participants should not overact. 7
Be natural, but emphasize behavior aimed at ful- Role Description
filling your role, e . . i
7 o : : You are Reverend Marvin Turner, president of the board
Adapted and reprinted by permission from “Committee Meeting: of directors and director of the Blairville Council of
Demonstrating Hidden Agendas,” |, Willlam Pfeiffer and John E. Churches. You were a member of the founding board
Jones (eds.), A Handbook of Structured Experiences lor Human | R R h s e Y o I'V l’k'i o
Relations Tralning, Volume | (rev.). La Jolla, Ca.: University and}vyant to PTE}"‘%WE t,e status quo. You alsolike your
Associates, 1974, pp. 36-44. position as presiding officer.
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Handout 4b
Instructions for Role Players

1." Participants should not look at each other’s roles.

2. Each person should read his part carefully and
play the role conscientiously,

3. Put yourself in the role that you are given,

4.  Participants should Aot overact.

5. Benatural, but emphasize behavior aimed at ful-

filling your role.

Jones (eds.), A Hondbook of Structured Experlences for Human
Rejations Training, Yolume | (rev.). La Jolla, Ca,: University
Associates, 1974, pp. 36-44.

dapted and reprinted by permission from “Committee Meeting:
Demonstrating Hidden Agendas,” ). Willlam Pfeiffer and John E.

Code: M35

6.  Just before the session begins, introduce yourself
to the whole group by the name of the role you
are piaying. Other role players will do the same.

Role Description

You are Louis Haber, vice president 'of the board, a
lawyer, and an influential lay leader in the Blairville
Methodist Church. It is your view that “God helps those
who help themselves,” and therefare you are fukewarm
to the idea of seeking outside help for money. Also you
think that the director, Jack Simon, should bear the
major responsibility for solving financial -problems.
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Aruitoxt provided by Eic:

Handout 4d
Instructions for Role Players

1. Participants should not look at each other’s roles.
2.  Each person should read his part carefully and
_ play the role conscientiously.
3.  Putyourself in the role that you are given.
4.  Participants should not overact.
5. - Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapta& and fégrinted by permission from “Committes Meeting:

Demonstrating Hidden Agendas,” |. Willlam Pfeiffer and John E,

Jones (eds.), A Handbook of Structured Experlences for Human
Relatlons Training, Volume | (rev.). La Jolla, Ca.: University
Assoclates, 1974, pp. 16-44,

L
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to the whole group by the name of the role you
are playing. Other role plavers will do the same,

Role Description

You are Roberta Stevens, treasurer of the board and vice
president of the Blairville Savings & Trust. You have
recently joined the executive board and do not know
too much about alcohol problems, but you are extremely
interested and have good management ideas. Also, your
experience in business has taught you the value of
systematic planning.



”"-'Handéuté%ﬁ ) )
1 Instructions for Role Players

1, Participants should not look at each other’s roles. '

' 2. Each person should read his part carefully and
play the role conscientiously.
3. Put ygurxlfin the role that you are given.
Participants should not overact,
5. Be natural, but emphasize behavior aimed at ful-
) filling your role.

;-Adaptad and raprlntgd by permission from “Committee Meeting:

. Demonstrating Hidden Agendas,” |. Willlam Pfeiffer and John E,
© Janes-{eds.}, A Hardbaok of Structured Experiences for Human
: Reldtlons Tralfing, Volume 1 [rev.). La Jolla, Ca.: University

Am;iazas, 1974, pp. 35-44,

ERI

Aruitoxt provided by Eic:

6.  Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description-

You are John ), O'Hara, S.)., secretary of the board and
associate pastor of St. Ignatius Church. You are an ex-
perienced administrator, as well as an activist and a strong
believer in mobilizing the community to meet a crisis.
Moreover, it is your opinion that you would be more
effective as board president than Reverend Turner.
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Aruitoxt provided by Eic:

Coce: M55

Handout 4e
Instructions for Role Players

1.  Participants should not look at each other's roles.

2. Each person should read his part carefully and
play the role conscientiously.

3.  Putyourselfin the role that you are given,
Participants should not overact,

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adaptedand reprinted by permizssion from "Committee Meeting:
Demonstrating Hidden Agendas,” ). Willlam Pfeiffer and John E.
Jones (eds.), A Handbook of Structured Experlences for Humarn
Relatlans Trainlng, Volume | {rev.). La Jolla, Ca.: University
Assoclates, 1974, pp, 36-44.
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6.  Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

Yaou are Geraldine Stone, chairman of the personnel
committee and director of Christian education of the
Blairville Presbyterian Church. You were a member of
the founding board. Your solution to the current fund-
ing problem is to organize a volunteer commitiee to
make the repairs and to do the redecorating. Generally
you follow the lead of the board president, Reverend
Turner.



ERI

Arunrext provided by enic JREER

. Handout 4f
~ Instructions for Role Players

Participants should not look at each other’s roles,

*2. Each person should read his part carefully and .

play the role conscientiously.

3. Put ygurself in the role that you are given.
Participants should not overact.

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

’Adaét’;d;ﬁd}ép;ingd by permission from “‘Committes Meeting:
Demonstrating Hidden Agendas,” |. Willlam Pfeiffer and John E.
“-Janes (eds.), A Handbook of Structured Experiences for Human

Relatlons Tralning, Volume | (rev.). La Jolla, Ca.: University

. Astoclates, 1974, pp. 36-44,

Code: M55

6. Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Jack Simon, board member and director of Path-
way Residence. You assumed that position 2 years ago,
and through hard work and ingenuity have made syb-
stantial improvements in the program. You see this
planning effort as the first step toward getting the board
to do some long-range planning to meet future needs
such as salary increases for staff, improvements to meet
accreditation standards, and so on.
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Pur;hase information
for Resource Materials

These matsnals are used as part of the learning activities
in various sessions of the training program. Depending
upan the sessions usad and ihe naeds of the p;rtlglpaﬁr.s

_ whether ornotto order addltlanaﬁ ;ﬂples for plnlr.mants
All other handouts are provided in the Pafti;ipant
Workbook: -

Administrator Plus (session 1) ,
Association of Hélfway-ngsg Programs of North
America, Inc, '

786 E. 7th Street

St. Paul, Minn. 551086

$0.50 each

Leadership Resources Management Library (Reading
assignment, in preparation for sessions 2A, 3, 6A, 10,
and11)

Leadership Resources Inc.

1 First Virginia Plaza

6400 Arlington Boulevard

Falls Church, Va, 22044

$10.50 each for 1- copies; $9.00 each for 10-99 copies;
$8.00 each for 100-349 copies; $7.50 each for 350 or
more copies.

192

Group Effectiveness (session 2D) |

Planning for Change (session 4)

Leadership Resources Inc.

1 First Virginia Plaza .

6400 Arlington Boulevard

Falls Church, Va, 22044

$1.50 each for 1-9 copies; $1.25 each for 10-99 copies;

. $1.00 each for 100-349 copies; $0.85 each for 350 or

mare copies.

Morale Index for Supervisors (sessions 10 and 11)
Leadership Resources Inic,

1 First Virginia Plaza

6400 Arlington Boulevar

Falls Chureh, Va. 2
If Participant Presciérisas {siision 2C) are included,
onecopy of each of the: {ollowing titles should be ordered
from the Association of Halfway- House Programs (see "
above): A -

Continuum of C‘sre, $0.20 each; Liynamics of a Halfway-
House, $0.20 each; Code of Ethics, no charge; So You
Want to Start a Halfway-House, $0.20 each.

| iemmmd



_ Bibliographic Reference

An annotated bibliography on virtually every aspect of Drucker, The Man Who Invented the Corporate Sccisty,
management ¢an be found in: . by John J. Tarrant, Warner Books, 1976 ($2.50).
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ERI

PAruntext provided by enic RS

As_s,esément Forms
and Tabulation Sheets

A Note To The Trainer Regarding
Needs Assessment

The target audience for whom this training program was

- -designed is described in section | of this manual. On the

following pages are forms to help determine more pre-
cisely the needs and interests of the target audience as a
basis for planning a minicourse or some other modifica-
tion of the total course,.

Two sets of forms are ﬁrgvided: one for selecting a

. minicourse and one for selecting individual sessions. Each

set consists of two parts: an assessment form to send to
prospective participants, and worksheets for tabulating
their responses.

The assessment form should be sent to prospective parti-
cipants along with a cover letter announcing the course

194

dates, location, and other descriptive information, as
well as instructions for completing and returning the -
form.

Thetabulation of responses can be accomplished by using -~
the appropriate worksheets. Step-by-step instructions are

included for determining the minicourse or session most :
participants are interested in. T

Theassessment formsand tabulation worksheets provided - -
are: o
" Minicourse Assessment Form ,
Tabulation of Minicourse Assessment Forms
Session Assessment Form
" Tabulation of Session Assessment Forms

Please note that these forms are provided only as models - :

and may be adapted by the trainer to fit a particular -
situation. ’ PR

]
Co




)

Minicourse Assessment Form
(for 1 to 2 days of training)

The training program you are invited to apply to attend
will last: (to be checked by trainer)

Vaday
ldayy

2days oe—me— ..
LA RS LA A L R L L L L L L T T RINE T T T T P pra e

In the space provided below, rank the following mini-
course topics in the order that represents your strongest
training needs. (1 = strongest; 5 = weakest)
(A) Facing the Future Together—how to work
effectively with staff to meet the current
challenges of alcoholism programming, (1

day)

(B) Specific Objectives for Basic Management
Functions—how to set specific measurable
objectives for high priority work, (1 day)

(C) Planning, Relations, and Problem-Solving—
how planning principles and relational skills
are combined to resolve problems. (1% days)

(D) Raising, Maximizing, and Accounting for
Agency Funds—how to raisc money, make
the most of what's on hand, and compare

“actuals” to “projecteds.” (5-7 hours)

(E) Organizing Work and Making Decisions—how
to organize work, divide labor, and make

effective decisions. (1 day)

(F)  Supervision and Performance Appraisal—how
to set job expectations, supervise, evaluate,
and provide for staff development when
indicated. (1% days)

Letter

Full title of the minicourse
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(for trainer's use)

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

1. Count up the number of 1 ratings recelved for each minicourse and multiply by 5 to gcl course score:

Minicourse #of 1 ratings Score

A.  Facing the future together X5
B.  Specific objectives for measuring functions X5 —
C.  Planning, relations, and problem solving X5

D.  Raising, maximizing, and accounting
for agency funds

E.  Organizing work and making decisions X5 —

F.  Supervision and performance appraisal X5 — ‘

2. Count up the number of 2;éting§ received for each minicourse and niiltiply by 4 to ggt score:

Niinicourse #of 2 ratings Score

A.  Facing the future together X4

B.  Specific objectives for measuring functions X4

0

Planning, relations, and problem solving X4 S

2

Raising, maximizing, and accounting X 4
for agency funds

E.  Organizing work and making decisions X4 —

F.  Supervision and performance appraisal X4 e
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{for trainer’s use)

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

3. Count up the numbxr of 3 ratings received for each minicourse and multiply by 3 to get score.

Minicourse # of 3 ratings Score

A.  Facing the future together X3 - -

B.  Sperific objectives for measuring functions X3 —_—

C.  Planning, relations, and problem solving X3 —

D Raising, mzsiﬁ‘xizingi and accounting for X 3 )

agency funds -

E. Organizing work and making decisions X3 _

' F.  Supervision and performance appraisal X3 _—

{Count up the nlr.nrmb'eir of 4 ratings rec;éved for each minicourse élhdf'rmultiply by 2 to get score. -

Minicourse # of 4 ratings Score
A. Frcing the future together X2 - -
B.  Specific objectives for measuring functions X2 -
C.  Planning, relations, and problem solving X2 —_—
D. Raising, maximizing, and accounting for X 2

agency funds )

E.  Organizing work and making decisions X2 —
F Sppewisigﬁ and performance appraisal X2 —
— _ gy . — N
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(for trainse's use)

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

5. Caunt up the number of 5 ratings received for each minicourse and make that number the score.

Minicourse # of 5 ratings Score

A,  Facing the fu.wre together o
B.  Specific objectives for measuring, R

functiuns
C.  Planning, relations, and prob'- m-

solving ——
D.  Raising, inaximizing, and account-

ing for agency funds —_—
E.  Organizing work and making ‘

decisions —_—
F.  Supervision and performance

appraisal —

198
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{for trainer's use)

6. Add score of cach minicourse under 1.5 to get. .-,

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

teglores,

Minicourse

Scare
from
1

Score
from
2

Score
from

Score
from

Total

A, Facing the future together

B.  Specific objectives for measuring
functions

C.  Planning, relations, and problem-
solving

D. Raising, maximizing, and 5c:<:unt— ; ) )
ing for agency funds

E.  Organizing work and making -
decisions

F. ,Sﬁpérviﬁieﬁ am;i, g::e;rfczrmar;}:; - B
appraisal

7. Select the minicourse with the highest score.
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Session Assessment Form

In the space provided belaw, rank the flve most important
session topics in the order that represents your strongest
training needs, In some instances, the expected autcome
describes the session content better than the session title.
(1 = strongest; 5 = weakest)

A,

3.

“Discussion of Reading Assignment''—how to
examing the effect of current trends in alcoholism
on an agency in its present state of development,
(%2 hr.) '

“Group Process |"'—-how to facilitate group ¢on-
sensus, how to demonstrate value of group work
on selected kinds of tasks. (2% hrs.)

“Group Process 1l"=how to foster productive,
amicable group work, (3% hrs.)

“Management and Change'’~how to practice 12
basic management functions in a changing environ-
ment, (2% hrs.)

“The Planning Process''=how to formulate program
outcomes with appropriate input from staff, (3hrs.)
“Director and Board Relations'' —huw to improve
them. (3 hrs.)

“Planning for Change" —pra.ti<: applylag planning
skills to circumstances requiring changes in the
status quo. (3 hrs,)

“*Funding Sources''—how to identify new sources
of funds; how to solve immediate problems within
existing budget constraints, (1% hrs.)

"Selected Aspects of Financial Management''--cost-
cutting tactics when “‘belt-tightening” is called for.
(1% hrs.)

"Selected Aspects of Financlal Management
(cont'd)''—~how to calculate cost per resident day
and/or unit cost, (1% hrs,)

"Organization Structure and Pcuition Descrip-
tions" =how to organize staff and assign responsi-
bility. (2% hrs.)

"Personnel Evaluation and Supervision'—how to
supervise and appraise performances. (2% hrs.)

"Appraisal Interview and Staff Development”* —how
to conduct an appraisal interview, how to address
resulting staff development issues. (3 hrs.)
“Information Gathering and Decisionmaking''--
explore different ways of making management
decisions. (3 hrs.)

Letter Full Title of ihe Session




Tabulation of Participant Session Assessment Forms

1. Count up the number of 1 ratings received for cach session and multiply by 5 to get score;

Session

# of 1 ratings

Dlscussion of Reading Assignment

Group Process |

Group Process |l

Management and Change

The Planning Process

Director and Board Relations

Planning for Chan.gg |

Funding Sources

Selected Aspects of Financial Management

Selected Aspects of Financial Management
(cont'd)

Organization Structure and Position
Descriptions

Personnel Evaluation and Supervision
Appraisal Interview and Staff Development

Information Gathering and Decisionmaking

X5

X5

X5

X5

18
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Tabulation o’ Participant Session Assessment Forms (cont’d)

2, Count up the number of 2 ratings received for cach session and multiply by ¥ to get score:

Session

#of 2 ratings

G.

H.

Discussion of Reading Assignment

Group Process |

Group Process 1!

Management and Change

The Planning Process

Director and Board Relations

Planning for Change

Funding Sources

Selected Aspects of Financial Management

Seiected Aspects of F'nanzial Management
{cont'd)

Organization Structure and Position
Descriptions

Personnel Evaluation and Supervision
Appraisal Interview and Staff Development

information Gathering and Decisionmaking

X4

X4

X4

X4

X 4

X4

X 4

X4

X4

X4

X 4

X 4
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L Countup the number of 3 ratings received for each session and multiply by 3 to get score:

Tabulation of Participant Session Assessmeat Forms (cont'd)

-

Session #of 3 ratings Score

A.  Discussion of Reading Assignment X3
B.  Group Process | A3 —_—
C.  Group Process I X3
D.  Management and Change X3 S
E.  The Planning Process X3 —
F.  Director and Board Relations X3 —_—
G.  Planning for Change X3 -
H.  Funding Sources X3 - -
I. Selected Aspects of Financial Management X3 -
/. Sﬂlec;ed Aspects of Financial Maageinent X 3 B

(cont'd) ]
K.  Organization Structure and Posit.or, X3 B

Descriptions -
L. Personnel Evaluation and Supervision X3 -
M. Appraisal Interview and Staff Development X3 —
N.  Information Gathering and Decisionmaking X3 -
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Tabulation of Participant Session Assessment Forms (cont'd)

4. Count up the number of 4 ratings recelved for cach session and multiply by 2 to get score:

Session # of 4 ratings Score
< A, Discussion of Reading Assignment X 2 S
B. Group lrocess | X2 e <
C. Group Process Il X2 — ;
D. Management and Change X2 i
E. The Planning Process X2
F.  Director and Board Relations . X2 S
G. Planniné for Change X2 —
H.  Funding Sources | X2 S
I.  Selected Aspects of Financ:?| Management X2 —
J- Selec;gd Aspects of Financial Management X 9 - @
(cont’d) ’ -
K. Organization Structure and Position 7 X 2 o
Gescriptions ) -
L. Personnel Evaluation and Supervision . X2
M. Appraisal Interview and Staff Development X2
N. Information Gathering and Decisionmaking X2 ———
o | ' 185 - —




Tabulation of Participant Session Assessment Forms (cont'd)

5. Count up the number of § ratings reciived for each session and m.* - that number the score:

!

r e e — - _ _ _
Sesslon 475 ratings Score
A.  Discussion of Reading Assignment
B. 'G'n:up Process | —
C.  Group Process 1 _
D.  Management and Change
E.  The Planning Process - (
s
F.  Director and Board Relations _
G.  Planning for Change —
H. Fgﬁnding Sources -
I.  Selected Aspects of Financial Managément -
). Selected Aspects of Financial Management
(cont'd) _
K.  Organization Struciure and Position i
Descriptions
L. Personnel Evaluation and Supervision _
M. Appraisal Interview and Staff Development _
N.  Information Gathering and Decisianmakiné —

—— e

b
o
o

SE—————
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Tabulation of Participant Session Assessment Forms (cont’d)

1. Add score of cach session under 1-5 o get cumulative scores;

Session

Score
from
1

Score
from
2

Score
from

Score
from

Score
from

Total

A. Discussion of Reading
Assignment

B.  Group Process |

C. Grmip Process 11 ) )

D, Manage%mﬁ’t and Chahgc i

E. The Flannirng Process o

F.  Director and Board Relations

G. Planning for Ch:;n;e

"H.  Funding Sources

7!. Selected Aspects of Financial ‘ !
Management : {

- _ I e i _

J.  Selected Aspects of Financial i
Management (cont’d)

K.  Organization Structure and
Position Descriptions

L. Personnel Evaluation and
Supervision

‘M. Appraisal Interview and Staff
Development

N.  Information Gathering and
Decisionmaking

7. Select the session(s\ with the highest score.
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Logistics Checklist: Equipment, Material, and

Room Seiup Requirements

Session No./Title

Equipment*

Materials

Room Setup

1. Orientation and Overview

Name tags

Warkbook containing:
Interview Guide
Article by Selden Bacan
Study Guides for Reading

Assignment

Needs Assessment Form
Program Goals

Schedule

Roster of participants

Debriefing teams

Administrator Plus, if
purchased

LRI Management Library,
if purchased

Other orientation
materials, as needed

Large room
Informal discussion

2A. Discussion of Reading
Assignment

Matrix of particinant
ratings on flipchart
Reference 2, Changing

Organizational Needs

Large room
Informal discussion

28. Group Process

4 flipcharts,
one in cach
corner of the
room, prepared
‘according to
reference 1

NASA exercise, individual
worksheet—1 per partici-
pant

NASA exercise, group
worksheet—1 per group

NASA cxercise, answer
sheet and scoring instruc-
tions—1 per participant

Elerments of group work—1
per participant

Flipchart in each of 4 corners
Chairs that can be rearranged
in small clusters

listed.

O

RIC

Aruitoxt provided by Eic:

*Flipchart paper on tripods (at least two, preferably four, felt pens, and masking tape should be available for cach session and will fiot be
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Logistics Checklist: Equipment, Material, and

Room Setup Requirements (cont’d)

Session No./Title

Equipment

Materials

Room Setup

2C. Introduction and
Explanation of Partici-
pant presentations

Participant presentations:
Topics, and objectives—1
per participant

Resource malterials

Presentation sipnup sheet—1
copy posted conveniently

IT feasible, it is beneficial to

arrange a simple buffet lunch for

the group in or near the training

arca for this session for three

reasons:

 [( maintains the group fecling
that has developed during the
morning session.

® Participants have time to con-
sider and discuss the topics
and to form groups while they
are all together.

® [{ saves time.

2D. Group Process {cont'd)

Group Effectivencss—1 per
participant

Obstructive Behaviors--1 per
participant

Group Process Observation
Guide—1 per participant

Prisoners' Dilermma Tally
Sheet—1 per participant

Large roum with divider or two
adjoining rooms with a door-
way beiween; workshop setup
in each room

3

3. Management and
Change

Group Process Obserydtion
Guide—2 copies per small
< B §

group {4 1o 6 peofeer " -

group)
12 Functions of Managing—1

Planning Process

Management Functions

Session Topics—1 per
participant

Round table setup in one room

Warkshop setup in remaining
room(s) (1 for each small -
group) ~

4. The Planning Pracess

Questions on flipchart

Large room

ERIC

Aruitoxt provided by Eic:

ahead of time (See A3, Classroom
a,b,c in “Sequence of
Activities" for session 4)



Logistics Checklist: Equipment, Material, and

Room Setup Requirements (cont'd)

Session No,/Title Equipment Materlals Room Setup
4 (cont'd) Reference 1, The Planning
Process
The Planning Procesy -1 per
participant
Writing Speclal Program
Objectives - 1 per
participant
Planning worksheets
a,b,c-1 pef participant
Planning for Change 1
per participant
5. Director and Board Videotape Director and Board Round table setup In one room
Relatlonships eqiulrp.r: Guidelines~1 per Concentric clrcles of chalrs with
? ¢rophone participant light and space for video
cameras 1} Case study~ per partich cquipment, If used In aneiher
VTR 7tapcd§ck pant room
monitor )
mixer Board and Director Prap-
or lem Sheet—1 per
Portapack participant
VTR tapedeck Instructions fot Role
monitor Players~1 cach for 6
microphone participants (place in an
envelope with the parti-
cipant’s name)
Guide for Role Player
Observers~1 each for 6
participants (place in
envelopes with partici.
pant's name)
optional, but Group Process Observation
strongly Sheet (Sce session 2)~1
recommended for each of the remaining
participants
Hidden Agendas Information
Sheet—1 per participant
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Logistics Checklist: Equipment, Material, and
Room Setup Requirements (cont'd)

Sesslon No./Title Equipment Materlals Room Setup

6A, Planning for Refer the particlpants to Round table setup in 1 room
Change these materlalsdistributed | \worehop setup In other toom(s
In prior sessions for (1 for each small group)
resource materlaly:
Session 4
The Planning Process

Sossion 5
Pathway Resldence
Board and Director
Problem Sheet
Have extra coples of
cach availabloin case

of need
68. Planning for Assessmont Worksheet—1 Round table setup In one roam
Change per participant Individual workplaces in
Guldelines for Indlvidual remaining rooms
Program

Projects=1 per participant
Study guide=1 per

participant
7. Funding Sources Objectives for first partici: Large room
and Participant pant presentation on Round table setup
Presentation: flipchart {see handout 1, o
Philosophy of session 2C)
Fundingrfar H;!fwav- Participant Presen tation
Hause Programs Appraisal—1 per partici-

pant (See handout 2,
session 2C.)

Funding Sources—1 per
participant

Funding Sources, exhibits
a-f—1 per participant’

Foundations=1 per partici-
pant

Other Sources of Funding—1
per participant

210
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Logistics Checklist: Equipment, Material, and
Room Setup Requirements (cont'd) -

Seulon No,/Title

Equipment

Materials

Room Setup

) B E;elémd Aspectsr
of Financlal
Management

Eéundilable setup in 1 room
Warkshop setup in other room(s)
(1 for each small group)

9, Selected Aspects
of Financlal
Management
(cont"d)

Conimonly Used Fimnclal
Minagement Terms~1 por
particlpant

Cost per Resldent Day,
Computation Cate
Study—1 per particlpant

Unil Cost Computation=1
pet partlcipant

Procedure for Calculating
Allocated Administrative
Cost,. .~1 per participant

Large room
Round table setup

10, Organization
Structure and
Position
Descriptions

structions. . .~1 per
participant

Study Guide: Delegating
and. . .~1 per participant

Study Guide: Developing
persannel=1 per partici-
pant

Morale Index for Supervi-
sars—1 per participant

Moraile Index Report
Form=—1 per participant

Large room, round table

Workshop setup in other room(s)
(1 for each small group)

11, Personnel
Evaluation and
Supervision

Objectives for participant
presentation on flipchart
(See handout 1, session
QGO)

personal Review Form—1
per participant

Performance Planning and
Evaluation—1 per partici-
pant (note; should be
reproduced on both sides
of paper)

Management by Objectives—
1 per person .

Large room, round table




Logistics Checklist: Equlpment,éMaterlal, and
Room Setup Requirements (cont'd)

Sesslon No./Title Equipment Materlals Raom Setup

12, Appraisal Video upe Objectives for participant Large room, round lable
Interview and tquipiment: presentation on filpehart
Staff Development caners (See handout 1, sesslon

VTR lapedeck 2¢.)
mohilor

microphone

Personal Review Guldelines--
1 pet participant

The Management of Human
Resources—1 per
participant

13, Information Group Decisionmaking Large room, round table
Gatherirngrand Exercise~1 per participant Workshop setup in other rooms
Decislonmaking Psychological Reports (1 for cach small group)

Sheet—-1 per participant

Improving the Decision:
making process—1 per
participant

Useful Guidelines=1 per

participant

14, Work on Individual Objectlves for participant Large room, round table
Plans and Participant presentation on flipchart Individual workplaces in other
Presentation: Ideas (See handout 1, sesslon ro0mMms '
for Followup 2C) 7
Programs The Planning Process (from

session 4)

Planning and Presentation

Critique Form—1 per

participant
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Logistics Checklist: Lquipment, Material, and

Room Setup Requirements (cont'd)

Sestion No /Title

Lquipment

Materlals

Ruom Setup

15, Presentation of
Individual Plans
and Participan)
Presentation:
Associations

Objectives for pdrticipant
presentation on flipchart
(See handout 1, sesslon
C)

Planning and Presentation

Score Sheet-1 per

particlpant

Large room, theater setup

Workshop setup In other roum(s)
(1 for each smatl group)

16, Closing Activities

Evaluation Instruments
(postiest and evaluative
review) -1 per partici-
pant

Certificates—1 per
participant (eptional)

Large room, round table
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ILLUSTRATIONS OF VARIOUS MEETING ARRANGEMENTS

1. HRound Table Discussion 4. Workshop
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Desk or Table Podium

SYMBOLS: @ Chair
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Sample Presentation Cue Cards
(actual size 5 X 8)

media
materlals ) .
equlpment Sesslon: 5 Title: Director and Board Relationships
: A, Introduction (30 miln.)
Handuout | . Purpose: o improve relatlonship with board of directors
L Uiscuss handout items; elicit contributions fram group
1. Rale play exercise (60 min.)
,};!,:":‘f;;'u“ Assign rofas and distribute Instructions and role descriptions before start of session,
Handout 2 L Purpuse: dramatization of some probileens that might arise on dgency board
Handout . Distribute handouts 2 and 3 and allow 5 minutes to read
Handout § L] Ask role players to retire to room 2 and to read their instructions; give others either
handout 5 or Group Process Observation Guide
Videntaping L] Hegin role play ~start videotaping
equipment *  leeminate after 15 minutes
L Ask group process and role play observers to report
* Ask role players to redd roles to group
media
materials ) ]
equipment Scssion: § Title: Director and Ba&rd Relationships
C.  Hidden Agendas (25 min.)
Handout 7 - . Distribute handout
. Lead discussion ® How do hidden agendas affect the group; how do they affect 7
each member?
® What are some Indicators that a hidden agenda is operating?
& |s the recognition of hidden agendas necessary to understand
what is going on in the group?
D. Videotape Replay (45 min.)
®  Play thiough tape asking participants to nate:
® examples of group process functions (task maintenance and
obstructing actions)
7 ® examples of nonverbal behaviors that role players reported
’ L Play tape again, stopping to point out examples of behaviors noted above
E. Summary
* Brief review of 7 points on Hidden Agenda Inf@rmaiinn Sheet
& General implications of exercise for director and board relationship
215
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Participant Pre/Post Cognitive Test
(To be administered at the beginning and end of the course)

Participant’s Name e AU » I 1 1 N —

1. Listed below are some functions that must be performed if an organization Is to run smoothly and effectively.
Check those functions you think a manager or administrator should be responsible for:

Developing abj. :tiv .5 ——— Coordinating and informing
e S€1LING frames of reference e Gulding and leading
e FOrecasting and planning — SUrveying performance
e Atranging for financing ———. Testing and evaluating
e Organizing ———— AdJusting and integrating
~ne. Obtaining and developing personnel —— Ensuring proper external relationships

2. Alist of steps necessary for good planning follows. In what order should these steps be performed if the plan is
to be well developed? Indicate your answer by placing a “1" before the first step, a "'2" before the second, and
$0 on.

e Involving others
——— Choosing alternatives
- Agreeing on organization goals

. Gathering information

. Setting abjectives

215 '.\




3, Write a program objective that is specific, measurable, and time-phased,

4, Styles of leadership and styles of declsionmaking usually correspond, Below, rate from 1 (most applicable) to 4
(not applicable) the decisionmaking style(s) most likely to be used by a democratlc leader,

. Comsulting, The leader gives the group members a chance to influence the decislon from the beginn-
Ing. The leader presents a problem and relevant background informatlan, then asks the members for
their ideas on how to solve It.

e Persuading. The leader makes the decision without consulting the group, then tries to persuade group
members to accept It,

e Delegating. The leader defines a problem and the boundaries within which it must be solved. Then the
leader turns it over to the group to work out a solution that makes sense to the Implementors,

e Joining. The leader participates in the discussion as “just another member" and agrees /n advance to
carry out whatever decisions the group makes.

5. List three kinds of behavior that interfere with effective group work.

6. What Is the relationship between accreditation and third-party payments?

7. Where would you go to get a complete list of foundations In your State?

8. What does the phrase "management by objectives’’ refer to?

9. In the best run organizations, planning is usually kept separate from operations,

— Agree — Disagree

10. Failure to delegate tasks sufficiently to get the job done is a characteristic of poor management.

—— Agree . Disagree

217

201




Answer Key
Participant Pre-Postcognitive Test

Hodt

10.

218

For examples see

2 2

Jord

2 3

1 1

Blocking

recognition-seeking

diminishing .

awarding

Accreditation of an agency program may be a requirement
befare an insurance carrier or public service agency will
reimburse an alcohol agency for services for clients.
The local or regional office of the Internal Revenue
Service. Each foundation must file 2 990 form annually
listing officers, assets, and grants.

A managerial method in which supervisor and staff
define individual objectives consistent with program
objectives, set measurable performance standards, and
then compare actual performance periodically.

Disagree

Agree

Session 3, handout 2, Participant
Workbook,

Session 4, handout 1, Participant
Workbook,

Session 4, handout 2, Participant
Workbook.

Sesslon 13, reference 1, Participant
Workbook.

Session 20, handout 2, Participant
Workbook.

Session 7, handout 3, Participant
Workbook,

Session 7, handout 3, Participant
Workbook.

Session 11, handout 3, Participant
Workbook.

Session 4, LR\ “Planning for Achieving
Goals," pp. 11-13.

Session 13, E. Staff Decisionmaking,
Trainer Manual,



Sasilon Title N e Date

Participant Postsession Rating Form
(administered at end of cach session)

Please circle the response that mostaccurately reflects your reaction to this session,

1 Relevance of session content Lo your needs:

Highly Very
Relevant Adequite lrrelevant
1 2 3 4 5

2. Relevance of session methodology to your needs:

Highly Very
Relevant Adequate Irrelevant
1 2 3 4 5

3. Relevance and usefulness of handouts (if applicable):

Highly ) Very
Relevant Adequate Irrelevant
1 2 3 4 5

4,  Degree to which you understood the objectives of the session:

Did Not
Thoroughly Linderstand
Understood i frem At All
1 2 3 4 5

5. Degree to which objectives of the session were achieved :

Completely Not Achieved
Achieved At All
1 2 3 4 5
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6.

9,

220

Degree of your interest in the sesslon:
Excellent Pour
| 2 3 4 5

Applicability of session content to your job duties and responsibilities:

Highly Vety
Relevant Irrelevant
1 2 3 4 5

Effectiveness of facllitator presentation:

Uxiremely Extremely
Effective Ineffective
| pl 3 4 5

Please offer any general comments or suggestions for improvement of the session,

ho
-
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v[jebrie:ﬁng Guidelines

"+ These questions can be used to get verbal reactions from 4, How can the instructor’s role be improved?
participants.after the training program is concluded or
" at selected points during the training. The resulting in-

_formation will complement the data collected on session
“rating forms (if used) and the final reaction forms.

: fL’A What specific topics or sessions did you like? Dislike?
- For what reasons? 5. In general, will the content covered be useful to you
on your job? If not, why not?

6. Were the day's activities in keeping with the session

2 How can specific topics or sessions be improved? S > A
) P P goals and objectives? Were the objectives achieved?

: : 7. What other general comments or recommendations
~ 3, Which methods are most effective? Ineffective? do you have?

[Aruitoxt provided by exic [fy



Participant Final Evaluative Review

(to be administered at end of last session)

1. Looking back over the entire course, please rate

the following aspects of your overall reaction to it:

a. Relevance of seminar content to your needs:

Very Fairly Not
Relevant Relevant Relevant

b. “Mix"’ of intellectual materials with examples
or applications:

Very Fair Poor

Good Mix Mix Mix
1 2 3 4

¢. Trainer/team performance (i.e., clarity, unity,

cooperation):
Very
Good ' Fair Poor

d. Course environment (site, accessibility, mate-

rials, arrangements, etc.):

Very Not
Appropriate Appropriate Appropriate
1 2 3 4 5

e. Opportunity to inform course staff and other ‘
participants of your changing needs, views,
efc.:

Little or No
Ample Opportunity
Opportunity Some To Express
To be Heard Opportunity Myself
1 2 3 4 5
f. Delivery of new information:
All Mew Some New No New
Information Information information




g. Pzase rate the course as a whole: 5.
. Very Good Fair Poor
1 2 3 4 5

2. During the course, what presentation or activity
wis most rewarding to you?

3. During the course, what presentation or activity
was least rewarding toyou?

4, How valuable were the handout materials and

readings?

Most F‘airl;y Not
Valuable Valuable Valuable
1 2 3 4 5

Aruntoxt provided by Eric

Have you found the Assessment Worksheet

helpfuf?

Very Fairly Not
Helpful Helpful He Ipful
1 2 3 4 3

Did you fearn much from the participant presen-

tations?
Great Deal Some Nothirag
1 2 3 4 5

How would you rate the seminar as a whole in
relation to:

a. Clarity with which goals and-objectives were
stated:

Clear NotClear

Very Clear




b. Achievement of stated goals and objectives:

High Moderate Low
Achievement Achievement Achievement

8.  List any unanticipated benefits you received from
atending this program:

GOVERNMENT FRINTING OFFICE1 19752 81-265/1185
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Please add any other comments or reactions below
relating to any aspect of the training that had an
impact on you and that we have notcovered in the °
previous questions (hotel accommodations, meals, g
support staff, seauence of events, workload, ‘
library, etc.): '
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